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FOREWORD 


The  program  of  vocational  education  has  reached  the  stage  in  this 
country  where  the  need,  not  only  for  trained  specialists,  but  also  for 
men  and  women  capable  of  exercising  leadership  functions  in  this 
special  field,  is  becoming  markedly  evident.  For  a  long  time  colleges, 
and  more  especially  universities  through  their  graduate  schools,  have; 
contributed  largely  to  leadership  in  the  field  of  general  education. 
It  would  be  expected  naturally  that  with  the  development  of  a  de¬ 
mand  for  similar  types  of  leadership  in  the  field  of  vocational  edu¬ 
cation,  the  colleges  and  universities  could  and  should  be  important 
contributing  agencies.  Many  representatives  of  institutions  of 
higher  learning  have  been  giving  consideration  to  this  situation  and 
they  have  in  a  number  of  cases  brought  the  matter  to  the  attention  of 
the  Federal  Board  for  Vocational  Education.  It  has  appeared  evi¬ 
dent  that  many  colleges  and  universities  were  anxious  to  ascertain  the 
best  way  in  which  the  demands  of  this  new  situation  could  be  met 
and  the  part  that  these  institutions  could  play  in  meeting  these  de¬ 
mands  and  in  promoting  vocational  education. 

There  seemed  to  be  a  strong  feeling  that  some  agency  intimately 
concerned  with  vocational  education,  but  not  itself  a  university, 
should  take  the  initiative  in  providing  some  means  whereby  these 
matters  would  be  discussed  freely  and  constructive  suggestions  would 
be  made  a  matter  of  record ;  and  it  seemed  to  be  the  feeling  that  the 
Federal  Board  for  Vocational  Education  was  the  proper  agency  to 
act  in  a  coordinating  capacity  with  regard  to  this  matter. 

Origin  of  the  Committee  on  Advanced  Courses. 

In  response  to  a  number  of  requests,  therefore,  the  Director  of  the 
Federal  Board  for  Vocational  Education  invited  a  few  representa¬ 
tives  of  colleges  and  State  departments  to  a  preliminary  conference, 
which  was  held  during  the  meeting  of  the  National  Society  for  the 
Promotion  of  Vocational  Education,  at  Buffalo,  N.  Y.,  December, 
1923.  At  this  conference  the  need  for  more  formal  discussion  was 
considered.  It  was  the  unanimous  opinion  of  those  present  that  the 
Federal  Board  should  call  a  series  of  meetings  at  convenient  times 
and  places  for  the  free  discussion  of  the  whole  problem.  In  addi¬ 
tion  to  this  series  several  informal  conferences  have  been  called,  as 
well  as  meetings  of  special  committees.  In  calling  these  conferences 
the  Federal  Board  has  undertaken  in  no  way  to  influence  the  discus¬ 
sion  or  the  conclusions.  It  has  conceived  its  primary  function  to  be 
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that  of  a  coordinating  agency,  and  that  only.  In  addition  it  has 
rendered  service  by  reproducing  the  reports  of  the  meetings  and 
placing  them  in  the  hands  of  the  conference  members. 

Since  it  was  evident  that  constructive  work  and  free  discussion 
could  be  carried  on  only  with  relatively  small  groups,  invitations  to 
membership  on  the  committee  were  extended  to  a  limited  number  of 
representative  persons. 

Membership  and  Organization  of  Committee  on  Advanced  Courses  in  Voca* 
tional  Education. 

The  membership  included  on  the  committee  represents  the  fields 
of  agriculture,  trades  and  industries,  home  economics,  commercial 
education,  and  general  administration.  In  selecting  the  members  to 
represent  these  various  fields,  an  attempt  was  made  to  secure  a 
“  geographical  spread  ”  over  the  entire  country  and  at  the  same  time 
to  secure  the  services  of  men  and  women  of  demonstrated  leader¬ 
ship  ability.  It  was  expected  that,  with  this  representative  group 
having  a  broad  experience  in  vocational  education,  the  committee 
would  be  able  to  pool  experiences  and  to  present  to  those  engaged 
in  training  leaders  in  the  field  of  vocational  education  some  sugges¬ 
tions  which  would  be  of  value  in  setting  up  their  training  programs. 

Special  committees  were  made  up  by  selecting  from  the  list  of 
members  those  persons  whose  special  interests  lay  in  the  particular 
field  of  work  for  which  the  committee  was  created.  The  chairmen 
of  these  committees  have  been  free  to  call  upon  such  other  persons 
as  the}^  believe  desirable  for  the  purpose  of  improving  the  work  of 
their  committees. 

As  a  result  of  the  work  of  these  committees  three  bulletins  were 
published  by  the  Federal  Board  for  Vocational  Education  in  1927 — 

No.  114.  Training  for  Leadership  in  Trade  and  Industrial  Education. 

No.  115.  Training  for  Leadership  in  Agricultural  Education. 

No.  116.  Training  for  Leadership  in  Home  Economics  Education. 

At  the  Louisville  meeting,  where  these  three  reports  were  ap¬ 
proved  for  publication,  it  was  voted  to  continue  the  work  of  the 
general  committee  for  the  purpose  of  considering  positions  of  leader¬ 
ship  other  than  those  covered  in  the  foregoing  reports.  Under 
this  recommendation  the  committee  was  enlarged  and  certain  changes 
made  in  personnel  and  committee  assignments.  The  membership  of 
the  entire  committee  and  the  several  special  committees  at  the  time 
this  report  is  published  consists  of  the  following : 

1.  Special  Committee  on  Agricultural  Education. 

Dr.  R.  M.  Stewart,  professor  of  agricultural  education,  Cornell 
University,  Ithaca,  N.  Y.,  chairman. 

Dr.  William  S.  Taylor,  professor  of  agricultural  education,  Uni¬ 
versity  of  Kentucky,  Lexington,  Ky. 

Mr.  G.  A.  Schmidt,  professor  of  agricultural  education,  Colorado 
State  College,  Fort  Collins,  Colo. 


FOREWORD 


VII 


Mr.  John  C.  Wheeler,  professor  of  agricultural  education,  Georgia 
State  Agricultural  College,  Athens,  Ga. 

Mr.  L.  H.  Dennis,  State  director  for  vocational  education,  Harris¬ 
burg,  Pa. 

Dr.  C.  H.  Lane,  chief,  agricultural  education  service,  Federal 
Board  for  Vocational  Education,  Washington,  D.  C. 

2.  Special  Committee  on  Trade  and  Industrial  Education. 

Mr.  R.  W.  Selvidge,  professor  of  trade  and  industrial  education, 
University  of  Missouri,  Columbia,  Mo.,  chairman. 

Miss  Elizabeth  Fish,  principal  of  Vocational  High  School,  Minne¬ 
apolis,  Minn. 

Mr.  Thomas  H.  Quigley,  professor  of  industrial  education,  Georgia 
School  of  Technology,  Atlanta,  Ga. 

Mr.  H.  A.  Tiemann,  State  supervisor  of  trade  and  industrial  edu¬ 
cation,  Fort  Collins,  Colo. 

Dr.  George  E.  Myers,  professor  of  industrial  education,  University 
of  Michigan,  Ann  Arbor,  Mich. 

Mr.  Frank  Cushman,  chief,  trade  and  industrial  education  service, 
Federal  Board  for  Vocational  Education,  Washington,  D.  C. 

3.  Special  Committee  on  Home  Economics  Education. 

Miss  Wylie  B.  McNeal,  chief,  division  of  home  economics,  Uni¬ 
versity  of  Minnesota,  Minneapolis,  Minn.,  chairman. 

Miss  Genevieve  Fisher,  dean  School  of  Home  Economics,  Iowa 
State  College,  Ames,  Iowa. 

Miss  Anna  E.  Richardson,  field  worker  in  child  development  and 
parental  education,  American  Home  Economics  Association, 
Washington,  D.  C. 

Miss  Beulah  I.  Coon,  assistant  professor  of  home  economics  edu¬ 
cation,  University  of  Chicago,  Chicago,  Ill. 

Miss  Mabel  V.  Campbell,  chairman  home  economics  division,  Mis¬ 
souri  University,  Columbia,  Mo. 

Miss  Adelaide  Steele  Baylor,  chief  home  economics  education  serv¬ 
ice,  Federal  Board  for  Vocational  Education,  Washington,  D.  C. 

4.  Special  Committee  on  Commercial  Education. 

Prof.  F.  G.  Nichols,  associate  professor  of  education,  Graduate 
School  of  Education,  Harvard  University,  Cambridge,  Mass., 
chairman. 

Dr.  H.  L.  Smith,  dean  School  of  Education,  University  of  Indiana, 
Bloomington,  Ind. 

Mr.  Clay  D.  Slinker,  director  of  business  education,  Des  Moines, 
Iowa. 

Mrs.  Lucinda  W.  Prince,  director,  Prince  School  of  Store  Service 
Education,  Simmons  College,  Boston,  Mass. 

Mr.  A.  E.  Bullock,  director  of  commercial  education,  Los  Angeles, 
Calif. 

Mr.  E.  W.  Barnhart,  chief,  commercial  education  service,  Federal 
Board  for  Vocational  Education,  Washington,  D.  C. 

5.  Committee  on  Training  Administrators  of  Vocational  Education. 

Dr.  C.  A.  Prosser,  director,  Dunwoody  Institute,  Minneapolis, 
Minn.,  chairman. 

Dr.  R.  J.  Leonard,1  director  School  of  Education,  Columbia  Uni¬ 
versity,  New  York,  N.  Y. 


1  Deceased. 
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Dr.  George  P.  Hambrecht,  executive  officer,  Wisconsin  State 
Board  for  Vocational  Education,  Madison,  Wis. 

Dr.  Henry  W.  Holmes,  dean  Graduate  School  of  Education,  Har¬ 
vard  University,  Cambridge,  Mass. 

Dr.  Charles  R.  Allen,  editor  and  educational  consultant,  Federal 
Board  for  Vocational  Education,  Washington,  D.  C. 

Mr.  John  Aubel  Kratz,  chief,  vocational  rehabilitation  service. 
Federal  Board  for  Vocational  Education,  Washington,  D.  C. 

6.  Committee  on  Training  General  Educational  Administrators. 

Mr.  R.  O.  Small,  State  director  for  vocational  education,  Boston, 
Mass,  chairman. 

Dr.  L.  O.  Cummings,  assistant  professor  of  education,  Lawrence 
Hall,  Harvard  University,  Cambridge,  Mass. 

Mr.  Francis  H.  Wing,  assistant  superintendent  in  charge  of  voca¬ 
tional  education,  board  of  education,  Buffalo,  N.  Y. 

Dean  William  S.  Gray,  school  of  education,  University  of  Chicago, 
Chicago,  Ill. 

Mr.  David  A.  Ward,  superintendent  of  schools,  Wilmington,  Del. 

Dr.  George  D.  Strayer,  professor  of  education,  Teachers  College, 
Columbia  University,  New  York,  N.  Y. 

Mr.  W.  A.  O’Leary,  State  director  for  vocational  education, 
Trenton,  N.  J. 

7.  Members  TJnassigned  to  Special  Committees. 

Mr.  C.  A.  Fulmer,  State  director  for  vocational  education,  Lincoln, 
Nebr. 

Dr.  David  Snedden,  Teachers  College,  Columbia  University,  New 
York,  N.  Y. 

Dr.  Edwin  A.  Lee,  director  division  of  vocational  education,  Uni¬ 
versity  of  California,  Berkeley,  Calif. 

Dr.  L.  A.  Wilson,  State  director  for  vocational  education,  Albany, 
N.  Y. 

Dr.  J.  G.  Wright,  director,  Federal  Board  for  Vocational  Educa¬ 
tion,  Washington,  D.  C.,  chairman  of  general  committee. 


This  bulletin,  along  with  the  companion  bulletins,  represents  the 
final  report  of  the  committee.  It  is  believed  that  these  reports  should 
be  made  available  at  this  time  in  order  that  institutions  which  plan 
training  programs  in  any  of  the  fields  covered  in  the  reports  may 
proceed  with  the  fullest  information  available.  The  committee  does 
not  believe  that  very  many  institutions  should  undertake  to  carry  on 
these  advanced  programs,  but  that  those  best  equipped  to  give  the 
training  should  be  encouraged  to  do  so. 

The  reports  are  purely  of  a  service  character  and  in  no  way  carry 
with  them  any  degree  of  compulsion. 

This  bulletin  consists  of  the  final  report  of  the  special  committee 
on  commercial  education. 

J.  C.  Wright, 

Chairman  of  General  Committee. 
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INTRODUCTION 

The  Point  of  View. 

Constructive  changes  in  the  teaching  of  commercial  subjects  in 
even  small  high  schools  are  very  difficult  to  effect.  The  inertia  of 
principals,  superintendents,  and  boards  of  education  must  be  over¬ 
come;  the  indifference  and  often  active  opposition  and  hostility  of 
conservative  teachers  must  be  checkmated;  and  the  enthusiasm  of 
progressive  teachers  who  have  visions  of  a  more  socially  serviceable 
kind  of  education  for  business  and  civic  life  must  be  intelligently 
directed.  In  the  large  school  systems  improvements  in  the  teaching 
of  commercial  subjects  are  made  only  after  exceedingly  great  effort. 
Experience  has  shown  that  the  only  effective  wTays  for  improving 
the  teaching  of  commercial  subjects  is  to  place  the  responsibility  for 
a  program  of  constructive  changes  on  some  one  person  who  is  chosen 
to  act  as  the  leader  in  planning  and  carrying  out  a  program.  In¬ 
deed,  recognized,  responsible,  and  capable  leadership  is  the  only 
agency  available  for  increasing  the  effectiveness  of  the  public-school 
commercial  courses. 

As  the  amount  and  kind  of  progress  in  commercial  education  in 
any  school  is  determined  by  the  educational  leadership  in  that 
school  or  community,  obviously  the  activities  and  efforts  of  the 
leader  in  commercial  education  in  any  community  are  determined 
by  the  situation  within  which  he  must  exercise  his  influence.  In 
other  words,  what  a  leader  in  commercial  education  should  do  to 
make  commercial  education  in  a  community  more  effective  depends 
largely  upon  the  ideas  about  commercial  education  held  by  the  people 
with  whom  the  leader  must  work,  including  their  attitudes  toward 
vocational  and  commercial  education,  their  established  secondary 
school  program  and  organization,  their  school  financial  resources, 
and  other  factors,  such  as  the  relations  between  local  secondary 
school  officials  and  employers  of  office  and  store  workers.  Hence, 
when  a  program  for  training  leaders  of  commercial  education  is 
being  planned  it  must  be  such  as  to  adequately  prepare  men  for 
the  successful  practice  of  the  art  of  changing  community  ideas  about 
commercial  education. 
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The  Situation  in  Commercial  Education. 

As  changes  in  current  practices  in  public  commercial  education 
present  many  difficulties  not  found  in  any  other  field  of  secondary 
vocational  education,  a  brief  characterization  is  necessary  in  order 
to  indicate  some  of  the  most  conspicuous  problems  which  leaders  in 
that  field  must  be  prepared  to  solve. 

In  enrollment  the  commercial  students  comprise  the  largest  of  the 
noncollege  preparatory  groups  in  our  secondary  schools.  The  Office 
of  Education  states  on  page  21  in  its  report  on  Commercial  Educa¬ 
tion  in  192A-26,1  “  The  enrollment  in  commercial  courses  exceeds  the 
combined  enrollment  in  all  of  the  following  courses :  Agricultural, 
home  economics,  industrial  or  trade  training,  and  technical  or  manual 
training.”  In  addition  to  the  large  enrollment  reported  in  the  high- 
school  courses  are  the  tens  of  thousands  enrolled  in  public  evening 
and  part-time  classes  in  commercial  subjects.  While  the  total  enroll¬ 
ment  in  public-school  commercial  classes  can  not  be  given  accurately, 
it  is  evident  that  commercial  education,  in  point  of  numbers,  is  one  of 
the  foremost  in  our  public  schools.2 

The  enrollment  in  this  field  of  education  is  increasing  very  rapidly 
in  keeping  pace  with  the  widening  opportunity  for  employment  in 
offices  and  stores.  According  to  the  Office  of  Education  3 * * * * 8  during  the 
decade  from  1914  to  1924  the  enrollment  in  high-school  commercial 
courses  increased  167  per  cent,  while  the  total  enrollment  in  all  high- 
school  courses  increased  but  108  per  cent.  The  enrollment  in  evening 
and  part-time  classes  apparently  is  increasing  with  proportionate 
rapidity. 

The  specific  commercial  subjects  taught,  as  well  as  the  methods, 
content,  and  sequence  of  these  subjects,  have  been  determined  by 
tradition  rather  than  by  an  actual  study  of  the  occupational  duties 
and  responsibilities  of  young  commercial  employees;  so  that  a  great 
difference  exists  between  the  practices  taught  in  commercial  schools 
and  those  used  in  offices  and  stores.  This  wide  difference  between 
the  theories  taught  in  the  commercial  courses  and  the  practices  used 
in  business  is  largely  due  to  the  belief  of  most  teachers  of  commer¬ 
cial  subjects  that  the  culture  and  mental  discipline  to  be  gained 
from  a  study  of  business  practices,  rather  than  specific  vocational 
skills  and  knowledges,  are  the  most  desirable  objectives  of  the 


1  Bulletin  1928,  No.  4. 

2  Bulletin  1929,  No.  35,  of  the  Bureau  of  Education,  Statistics  of  Public  High  Schools, 

gives  the  following  figures  for  enrollments  in  high-school  subjects  for  the  school  year 

1927-28  :  Agriculture,  108,713  (equal  to  3.5  per  cent  of  total  enrollment  reported)  ;  home 

economics,  449,855  (14.3  per  cent)  ;  manual  training,  263,669  (8.4  per  cent)  ;  commercial, 

1,587,846  (50.4  per  cent)  (including  only  arithmetic,  bookkeeping,  shorthand,  typewriting, 

commercial  law,  and  geography). 

8  By  a  comparison  of  the  figures  given  in  Bulletin  1920,  No.  19,  Statistics  of  Public 
High  Schools,  1917-18,  and  Bulletin  1925,  No.  40,  Statistics  of  Public  High  Schools, 
1923-24. 
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instruction  in  commercial  subjects.  Hence,  little  attention  has  been 
paid  to  keeping  school  instruction  abreast  of  new  practices  in 
business. 

Lack  of  occupational  experience  and  of  an  understanding  of  the 
principles  of  efficient  vocational  education  on  the  part  of  the  teach¬ 
ers  of  commercial  subjects  is  largely  responsible  for  many  of  the 
useless  and  misleading  practices  included  in  the  high  school  com¬ 
mercial  courses.  The  influence  of  academic  school  administrators 
and  principals  unacquainted  with  efficient  practices  in  the  organi¬ 
zation  and  presentation  of  vocational  subjects  and  unfamiliar  with 
the  duties  and  responsibilities  required  of  office  and  store  workers 
has  been  a  major  factor  in  preventing  a  more  widespread  applica¬ 
tion  of  the  principles  of  vocational  education  to  instruction  and  to 
curriculum  making  in  the  commercial  department. 

The  program  in  commercial  education  in  most  communities  has 
been  limited  to  preparatory  training  for  stenographic  work  and  to 
general  business  information  subjects  of  some  small  value  to  those 
who  will  be  employed  in  office  clerical  positions,  with  bookkeeping 
taught  as  a  preparation  for  all  kinds  of  business  employments.  Only 
a  very  few  schools  are  offering  courses  which  prepare  for  retail  store 
employments,  although  the  number  of  commercial  workers  employed 
in  selling  positions  far  outnumbers  those  employed  in  stenographic 
or  clerical  work. 

Further,  despite  enrollments  reaching  into  the  thousands,  few 
cities,  if  any,  have  organized  their  evening  school  programs  on  an  oc¬ 
cupational  extension  basis  for  those  employed  in  or  preparing  for 
definite  office  or  store  occupations.  Very  few  communities  now  have 
evening  school  courses  of  direct  vocational  value  to  those  who  want 
to  prepare  for  the  many  nonstenographic  or  nonbookkeeping  occupa¬ 
tions  open  to  beginners  or  to  those  workers  already  employed  in  the 
new  office  and  store  occupations  not  known  when  the  traditional  pro¬ 
gram  of  commercial  education  was  crystallized;  while  part-time  or 
evening  classes  to  help  independent  retailers  adjust  themselves  to 
the  new  merchandising  practices  now  being  used  by  the  large  dis¬ 
tributing  organizations  are  almost  unknown. 

In  addition  to  restricting  their  program  to  a  few  traditionally 
sanctified  commercial  subjects,  most  communities  have  not  seen  the 
possibilities  for  greater  social  and  economic  service  which  the  addi¬ 
tion  of  the  junior  high  school  and  the  junior  college  of  commerce 
have  made  possible.  This  same  conservation  has  prevented  the  mate¬ 
rials,  procedures,  and  methods  used  in  teaching  commercial  subjects 
from  being  improved  in  the  light  of  the  findings  available  in  the  vast 
mass  of  educational  research,  even  in  subjects  such  as  arithmetic. 
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spelling,  and  handwriting,  not  to  mention  other  subjects  taught  in 
the  commercial  department. 

Until  local  public-school  programs  are  reorganized  and  enlarged 
to  meet  the  needs  of  office  and  store  workers  on  every  level  in  the 
country,  the  program  of  commercial  education  will  not  make  the 
contribution  to  individual  and  community  welfare  necessary  for 
greater  economic  efficiency  in  the  distribution  of  goods  and  business 
services.  Hence,  both  in  the  extent  of  the  program  and  in  the  content 
of  the  courses  offered,  public-school  commercial  programs  throughout 
the  country  need  the  reorganization  and  re-creation  which  only  com¬ 
petent  leaders  interested  in  increasing  the  vocational  service  of  the 
public  schools  can  bring  about. 

These  characteristics  of  public-school  commercial  courses  indicate 
the  thorny  complexities  with  which  a  leader  in  commercial  education 
has  to  contend  in  trying  to  remake  the  commercial  program  in  any 
community  on  an  efficient  vocational  basis.  The  ideas  about  business 
education  held  by  thousands  of  people  need  to  be  changed  in  the  face 
of  opposition  from  school  administrators,  high-school  principals, 
classroom  teachers  of  academic,  and  often  of  commercial,  subjects, 
and  even  from  publishers  of  textbooks — indeed,  from  every  one  of  the 
thousands  interested  in  maintaining  commercial  education  in  its 
present  form. 

Need  for  Leadership. 

In  large  part  the  questionable  direct  vocational  contributions  of 
instruction  in  commercial  subjects  have  been  due  to  the  lack  of  com¬ 
petent  leadership  in  this  field;  for  only  two  States  (New  Jersey  and 
California)  and  21  cities  have  directors  or  supervisors  to  act  as 
leaders  in  adjusting  school  instruction  to  the  employment  needs  of 
beginners  in  offices  and  stores.  If  the  million  or  more  high-school 
pupils  now  enrolled  in  the  commercial  courses  in  this  country  are  to 
be  prepared  so  that  they  can  more  readily  secure  employment  in 
offices  and  stores,  can  render  more  satisfactory  service  to  their  em¬ 
ployers,  and  can  be  better  citizens,  then  there  is  most  urgent  need 
for  effectively  trained  leaders  in  commercial  education  who  can  help 
this  vast  group  of  high-school  boys  and  girls  to  work,  earn,  and  live 
more  effectively.  Further,  the  development  of  new  kinds  of  com¬ 
mercial  education  for  the  millions  of  workers  engaged  in  distributing 
the  products  of  farm  and  factory  is  dependent  upon  aggressive  far- 
seeing  leadership  in  commercial  education  which  knows  that  the 
wastes  and  costs  of  retail  distribution  can  be  reduced  only  through 
properly  organized  and  managed  educational  facilities  for  these 
workers. 

As  commercial  courses  are  offered  in  every  kind  of  public  sec¬ 
ondary  school — in  junior-high  schools,  in  senior-high  schools,  in 
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junior  colleges,  in  evening  schools,  in  part-time  schools,  in  oppor¬ 
tunity  schools,  and  even  occasionally  in  vocational  schools — com¬ 
petent  leaders  are  needed  to  develop  a  coordinated  community  pro¬ 
gram  extending  throughout  the  entire  secondary  school  system  and 
covering  the  entire  field  of  commercial  employments.  Men  capable 
of  keeping  in  close  touch  with  employers  of  office  and  store  workers 
are  necessary  as  leaders  for  keeping  the  evening  and  part-time 
classes  abreast  of  the  community  needs.  Only  under  competent- 
leaders  can  satisfactory  cooperative  school  and  employment  classes 
be  organized  and  managed  so  as  to  make,  as  smoothly  and  gradually 
as  possible,  the  many  adjustments  necessary  when  pupils  leave  to 
enter  employment.  Further,  leaders  who  know  all  the  problems 
involved  are  needed  to  help  reorganize  on  an  efficient  vocational 
preparatory  basis  programs  for  training  teachers  of  commercial  vo¬ 
cations  for  service  in  all  the  different  kinds  of  secondary  schools  to 
which  prospective  and  employed  office  and  store  workers  come  for 
instruction,  guidance,  and  placement. 

This  urgent  need  for  leadership  in  commercial  education  includes 
both  research  leadership  and  group  leadership,  since  both  kinds 
are  essential  for  progress  toward  a  socially  and  vocationally  effec¬ 
tive  education  for  office  and  store  workers. 

DEFINITIONS  AND  DISTINCTIONS 

Leadership.4 

Leadership  in  commercial  education  is  the  ability  to  affect  the 
rate  and  direction  of  progress  in  commercial  education  in  a  com¬ 
munity,  whether  a  city  or  a  State. 

Types  of  Leadership. 

Leadership  in  commercial  education  includes  research  leadership 
and  group  leadership,  since  both  kinds  are  essential  for  progress. 

Research  Leadership. 

Research  leadership  in  commercial  education  is  that  kind  of  leader¬ 
ship  which  contributes  to  progress  in  commercial  education  through 
the  discovery  of  new  facts  or  principles  about  business  employments 
or  about  the  teaching  of  commercial  subjects.  Research  leadership 
includes  not  only  the  statistical  research  which  deals  with  job  studies,, 
occupational  surveys,  follow-up  studies,  aptitude,  prognostic  and 
achievement  tests,  and  other  verifiable  objective  facts  about  com¬ 
mercial  occupations  and  class-room  methods,  including  experimen¬ 
tation  with  new  instructional  materials  and  procedures,  but  also  the 


*  For  an  excellent  discussion  of  training  for  leadership  in  vocational  education  see  the 
report  on  this  topic  presented  hy  a  subcommittee  of  the  National  Committee  on  Advanced 
Courses  in  Vocational  Education,  as  printed  in  Bulletins  114,  115,  and  116  of  the 
Federal  Board  for  Vocational  Education. 
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constructive  thinking  which  formulates  socially  and  economically 
valid  statements  of  new  principles  in  commercial  education,  accurate 
formulations  of  attainable  objectives,  or  illuminating  contributions 
to  the  philosophy  of  commercial  education.  The  essence  of  this  kind 
of  leadership  lies  in  the  discovery  of  new  facts  and  principles  which 
can  be  used  to  make  commercial  education  more  serviceable  to  both 
the  young  workers  and  the  community. 

Group  Leadership. 

Group  leadership  is  that  kind  of  leadership  which  influences 
groups  of  school  administrators  and  commercial  educators  to  improve 
the  teaching  of  commercial  subjects  in  a  particular  school  or  com- 
munitv  along  lines  advocated  bv  the  leader.  However,  in  the  last 
analysis,  this  kind  of  leadership  is  effective  only  in  so  far  as  the 
quality  of  the  classroom  teaching  is  improved  and  as  the  school 
program  is  enlarged  to  help  new  groups  of  office  and  store  workers. 
The  essence  of  this  kind  of  leadership  lies  in  the  ability  to  influence 
others  to  change  their  educational  organization,  beliefs,  or  practices 
to  accord  with  those  recommended  by  the  leader  because  they  are 
really  needed  in  the  community  and  are  of  proven  business  value 

Interdependence  of  Research  and  Group  Leadership. 

Effective  research  and  group  leadership  in  commercial  education 
are  not  necessarily  independent  and  unrelated.  Much  significant 
research  must  be  made  in  the  classroom.  To  be  generally  effective, 
the  results  of  research,  when  validated,  must  be  incorporated  into 
the  teaching  practices  of  large  numbers  of  teachers.  Making  re¬ 
searches  and  validating  tentative  findings  often  require  the  coopera¬ 
tion  and  assistance  of  many  teachers.  Other  kinds  of  needed  research 
in  commercial  education  must  be  made  in  offices  and  stores,  where 
the  help  and  assistance  of  employers  is  absolutely  essential.  To  win 
the  cooperation  of  teachers  and  employers,  so  necessary  in  effective 
research,  a  marked  degree  of  the  social  abilities  characteristic  of  a 
good  group  leader  is  needed.  Hence,  to  make  much  research  of  value 
in  improving  commercial  education,  an  effective  working  degree  of 
group  leadership  qualities  is  required.  Moreover,  to  persuade  a 
large  number  of  teachers  to  make  changes  in  their  classroom  prac¬ 
tices  requires  social  abilities  of  a  high  order;  indeed,  school  officials 
themselves  often  can  not  bring  about  the  changes  in  classroom  prac¬ 
tices  which  they  desire.  Consequently  the  outcome  of  research  can 
not  be  effectively  or  widely  realized  without  the  direction  of  a  recog¬ 
nized  group  leader  or  of  a  research  leader  who  can  successfully 
utilize  the  methods  and  devices  of  group  leadership.  For  this  reason 
research  needs  to  be  supplemented  by  group  leadership  to  be  socially 
and  educationally  effective. 
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Group  leaders  are  largely  dependent  upon  research.  Since  the 
essential  function  of  group  leaders  requires  that  they  decide  upon  the 
ways  in  which  commercial  education  in  a  community  should  be 
changed  in  order  to  bring  about  an  improvement,  these  leaders  have 
to  know  much,  which  only  organized  research  can  find  out  for 
them.  Thus  they  are  usually  dependent  upon  research  workers  for 
valid  statements  of  objectives  and  for  demonstrated  effective  teach¬ 
ing  procedures  and  materials.  From  the  writings  and  other  prod¬ 
ucts  of  research  workers,  group  leaders  must  get  much  of  the  inspira¬ 
tion  and  insight  they  need  in  planning  and  promoting  their  pro¬ 
grams.  Indeed,  a  group  leader  must  have  new  ideas  constantly  in 
order  to  be  an  effective,  progressive  leader.  Consequently,  a  group 
leader  is  dependent  upon  research — either  the  small  amount  he  him¬ 
self  can  make  or  the  large  amount  made  by  others — to  supply  both 
the  reasons  and  the  materials  for  his  plans  and  proposals.  However, 
to  maintain  their  position  of  leadership,  group  leaders  can  not  rely 
entirely  upon  research  workers  doing  all  the  thinking  required. 
Constructive  adaptation  of  the  constant  flow  of  research  findings  to 
his  community  needs  is  essential  on  the  part  of  an  effective  group 
leader.  As  a  matter  of  fact,  progress  in  commercial  education  to-day 
is  retarded  more  by  a  failure  of  acknowledged  leaders  to  put  into 
effective  use  the  research  findings  now  available  than  by  a  lack  of 
research  procedures  or  usable  data. 

Research  and  Leadership  Distinct  Abilities. 

Unfortunately  it  seems  very  seldom  that  one  individual  is  equally 
able  as  a  researcher  and  as  a  group  leader.  The  abilities  required 
for  success  in  both  of  these  fields  are  not  necessarily  incompatible, 
but  apparently  they  seldom  are  found  combined  in  one  individual. 
The  scholarly  and  scientific  abilities  required  for  effective  research 
evidently  are  not  usually  combined  with  the  high  degree  of  social 
ability  to  deal  with  people  required  for  effective  group  leadership. 
Certainly  those  who  are  conspicuously  able  in  reflective  and  analytic 
thinking  are  not  usually  those  who  are  generally  distinguished  in 
social  persuasion;  the  scholar  and  the  salesman  are  not  often  united 
in  one  personality.  Experience  has  shown  over  and  over  again  that 
very  often  some  distinguished  scholars  are  poor  administrators ; 
that  men  who  have  ranked  high  in  university  classes  have  failed  often 
in  managing  people,  especially  teachers.  The  explanation  for  these 
differences  probably  is  that  the  abilities  and  interests  required  for 
research  are  quite  different  and  generally  distinct  from  those  re¬ 
quired  for  group  leadership. 

Significance  of  this  Distinction. 

Experience  has  shown  that  the  distinction  between  the  scholarly 
abilities  required  for  success  as  a  research  student  in  education  and 
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the  social  abilities  required  for  success  as  a  group  leader  has  been 
generally  ignored.  Frequently  men  distinguished  only  for  their 
research  contributions  have  been  appointed  to  the  city  or  State  posi¬ 
tions  of  leadership  but  have  not  been  able  to  accomplish  worth-while 
results  so  far  as  affecting  classroom  teaching  procedures.  The  rea¬ 
son  for  these  failures  is  evident.  Disappointing  experiences  of  this 
kind  should  serve  as  a  warning  to  all  appointing  officials.  On  the 
other  hand  some  city  and  State  directors  of  commercial  education 
have  been  selected  because  of  their  social  qualities  and  assumed 
competency  as  group  leaders.  A  lack  of  the  constructive  abilities 
required  for  formulating  a  worth-while  program  of  improvement, 
and  of  a  working  knowledge  about  research  procedures  usually  has 
characterized  many  of  these  men.  Hence,  the  necessity  for  analyzing 
carefully  the  requirements  essential  in  a  leadership  position  in  com¬ 
mercial  education,  and  for  selecting  for  leadership  responsibilities 
men  whose  past  record  indicates  the  possession  of  characteristic 
abilities  indispensable  for  success  in  the  particular  positions  which 
they  are  to  fill. 

A.  Determining  qualifications  for  appointment. — If  the  distinc¬ 
tion  made  here  between  the  abilities  required  for  success  as 
research  workers  and  as  group  leaders  in  commercial  education  is 
valid,  then  it  would  seem  that  this  distinction  should  be  con¬ 
sidered  when  making  appointments  to  positions  of  leadership  in 
commercial  education  and  in  organizing  training  programs.  When 
a  specialist  in  research  in  commercial  education  is  to  be  selected, 
evidence  as  to  success  as  a  group  leader  need  not  be  required, 
although  obviously  group  leadership  abilities  will  add  to  the  general 
effectiveness  of  every  research  worker  in  education.  However,  if 
the  researcher  is  expected  to  conduct  classroom  research  or  supervise 
the  classroom  use  of  his  research  findings,  then  evidence  of  success 
in  social  contacts,  especially  in  a  leadership  capacity,  should  be  re¬ 
quired.  On  the  other  hand,  if  a  State  or  city  director  of  commercial 
education  is  to  be  appointed,  then  evidence  of  a  very  superior  ability 
as  a  group  leader,  including  evidence  as  to  constructive  abilities, 
should  be  made  the  outstanding  requirement.  Of  course,  some 
knowledge  of  research  techniques  should  be  required.  Certainly  he 
should  know  how  to  use  and  to  evaluate  findings  of  educational  re¬ 
search  which  should  be  incorporated  in  his  program.  In  other  words, 
the  abilities  of  the  appointee  selected  should  be  such  as  to  meet  the 
distinctive  requirements  of  the  position. 

B.  Planning  training  programs. — Another  corollary  from  this  dis¬ 
tinction  is  the  need  for  planning  training  programs  based  upon  this 
distinction.  Appropriately  characteristic  programs  for  training 
leaders  in  commercial  education  should  be  organized  to  meet  the 
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entirely  different  needs  of  these  two  kinds  of  leadership  in  commer¬ 
cial  education.  Of  course,  these  training  programs  should  be  so 
planned  and  managed  as  to  help  develop  the  complementary  abilities 
and  interests  required  for  success  in  both  fields  of  leadership ;  that  is, 
men  whose  abilities  and  interests  are  distinctly  of  the  research  type 
should  be  required  to  take  as  an  indispensable  minor  whatever  or¬ 
ganized  training  can  be  devised  to  develop  their  social  or  group  lead¬ 
ership  abilities,  since  the  possession  of  these  abilities  is  essential  for 
realizing  the  full  benefits  of  their  aptitude  for  research  and  analytic 
thinking.  Correspondingly,  the  training  programs  for  group  leaders 
should  include  perforce  as  an  essential  minor,  a  working  knowledge 
of  research  techniques,  and  of  research  findings,  which  will  enable 
these  men  to  realize  the  value  in  improving  a  local  program  of 
commercial  education  of  the  vast  quantity  of  contributions  already 
made  available  by  research  workers.  The  essentials  for  these  pro¬ 
grams  will  be  discussed  in  the  remainder  of  this  report. 

RESEARCH  LEADERSHIP 

The  Need  for  Research  Leadership  in  Commercial  Education. 

Only  effectively  organized  and  conducted  research  can  reveal  the 
information  needed  to  reorganize  most  of  our  existing  commercial 
courses  on  an  efficient  vocational  basis  and  to  develop  the  new  kinds 
required  by  changes  in  our  business  practices.  The  gap  between 
the  teachings  of  the  commercial  classroom  and  the  requirements 
made  upon  workers  in  well-managed  offices  and  stores  will  be  closed 
only  when  those  who  plan  commercial  curriculums  know  accurately 
what  is  required  of  office  and  store  workers  in  all  the  common  com¬ 
mercial  occupations  found  in  a  community. 

Leaders  trained  in  occupational  and  educational  research  are 
needed  to  plan,  make,  and  publish  studies  of  the  following  kinds : 

1.  Studies  to  determine  what  specialized  office  and  store  occupations 

are  most  commonly  followed  in  this  country,  including  those  char¬ 
acteristic  of  metropolitan  centers,  small  cities,  and  rural 
communities ; 

2.  Studies  to  determine  what  commercial  occupations  are  most  gen¬ 

erally  open  in  each  type  of  community  to  beginners  with  a  given 
amount  of  schooling;  for  example,  to  high  school  drop-outs,  to> 
high-school  graduates,  and  to  junior-college  graduates; 

3.  Studies  of  the  business-occupation  histories  of  commercial  workers 

in  each  type  of  community  in  order  to  discover  the  most  frequent 
sequences  of  jobs  held  by  office  and  store  workers  during  the  first 
five  years  or  so  of  wTork  in  office,  store,  and  selling  positions; 

4.  Analytical  and  descriptive  studies  of  the  entire  field  of  commercial 

occupations,  including  a  study  of  aptitude  tests,  to  get  the  gen¬ 
eral  information  needed  by  commercial  teachers  and  vocational 
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counselors  for  the  effective  counseling  of  the  youths  who  want 
to  enter  that  commercial  occupation  in  which  their  abilities  can 
be  most  serviceably  and  fully  used; 

5.  Activity  and  duty  analyses  of  the  most  common  initial  and  subsequent 

office  and  store  occupations  in  order  to  find  out  the  specific  voca¬ 
tional  and  general  social  educational  needs  of  workers  in  these 
occupations ; 

6.  Curriculum  studies  to  determine  the  most  effective  organization  and 

sequence  of  learning  activities  to  use  in  vocational  and  general 
social  arts  courses  preparing  for  the  most  common  commercial 
occupations  and  for  giving  extension  training  in  evening  and  part- 
time  classes  to  employed  workers  in  every  kind  of  commercial 
employment  in  which  these  schools  can  be  socially  and  economically 
serviceable  in  a  community; 

7.  Studies  to  determine  the  most  effective  learning  exercises  to  use  in 

the  teaching  of  the  specific  vocational  subjects  and  the  related 
business  interpretative,  and  social  arts  subjects  needed  in  every 
commercial  school ; 

8.  Studies  to  determine  the  subjects,  content,  and  teaching  procedures 

needed  for  use  in  commercial  teacher-training  courses  preparing 
teachers  for  service  in  either  preparatory  or  occupational  extension 
classes  for  office  and  store  workers ;  and 

9.  Studies  to  determine  the  specific  business  information  and  working 

practices  needed  for  more  efficient  service  by  those  engaged  in  man¬ 
aging  retail  stores,  in  retail  selling,  and  in  other  store  service  and 
selling  occupations  in  order  that  these  workers  can  be  taught  the 
most  economical  and  effective  practices  known. 

Training  Research  Leaders. 

Training  for  research  leadership  in  commercial  education  seems  to 
be  a  problem  of  quantity  rather  than  quality.  Adequate  facilities  for 
training  research  students  in  statistical,  vocational,  and  educational 
research  procedures  seem  to  be  available  in  our  universities;  hence, 
much  as  scientific  research  in  the  field  is  needed,  the  major  problem  is 
one  of  finding  ways  for  encouraging  more  research  and  constructive 
thinking  about  commercial  education  rather  than  one  of  outlining 
original  programs  for  training  men  for  new  kinds  of  research  or  for 
using  new  research  procedures.  Every  university  department  of  edu¬ 
cation,  of  psychology,  of  sociology,  of  economics,  or  of  business  ad¬ 
ministration  in  which  graduate  work  is  being  done,  can  cooperate  in, 
if  not  contribute  to,  the  training  of  research  investigators  in  the  field 
of  vocational  commercial  education.  Teachers  colleges  and  normal 
schools  offering  courses  for  training  teachers  of  commercial  subjects 
can  conduct  needed  research  also,  particularly  of  the  kind  feasible 
and  needed  in  the  average  classroom  and  community  for  selecting 
and  adjusting  the  learning  activities  in  commercial  and  social  arts 
subjects  to  individual  needs — both  pupil  and  community.  In  addi¬ 
tion  these  schools  can  show  prospective  leaders  and  teachers  of  com¬ 
mercial  subjects  how  to  include  classroom  and  community  research  in 
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their  programs  of  teaching  activities,  how  to  make  local  studies  to 
supplement  the  findings  of  general  studies,  and  how  to  sympatheti¬ 
cally  appraise  in  terms  of  local  needs  the  findings  already  available. 
In  view  of  all  the  available  facilities,  it  is  evident  that  the  lack  of 
trained  research  leaders  in  commercial  education  is  due  primarily  to 
a  most  incomprehensible  lack  of  interest  in  studying  this  field  of  edu¬ 
cation  on  the  part  of  those  in  charge  of  research  programs  in  the 
professional  schools.  However,  there  seems  to  be  a  slowly  growing 
interest  in  research  in  commercial  education  which  should  result  soon 
in  the  development  each  year  of  a  number  of  research  workers  in 
commercial  education  as  well  equipped  as  research  workers  in  any 
other  field  of  educational  research. 

Training  Programs  for  Research  Leadership. 

As  yet  there  seems  to  be  no  reason  why  a  program  for  training 
research  leaders  in  commercial  education  should  be  essentially  dif¬ 
ferent  from  that  followed  in  training  for  research  leadership  in  any 
specialized  field  of  vocational  education.  Any  average  individual 
who  expects  to  specialize  in  research  needs  to  have  had  considerable 
experience  as  a  worker  and  teacher  in  the  field  in  which  he  expects 
to  specialize,  so  those  who  look  forward  to  research  in  commercial 
education  should  include  in  their  training  program  enough  working 
experiences  in  commercial  vocations  and  in  the  teaching  of  secondary 
school  commercial  subjects  to  gain  a  thorough  understanding  of 
these  fields.  Those  interested  in  training  for  positions  of  this  kind 
can  find,  to  some  extent,  in  the  appropriate  graduate  courses  now 
offered  by  some  universities,  such  as  New  York,  Iowa,  Harvard,  and 
Columbia,  much  of  the  instruction  they  need,  providing  they  realize 
the  necessity  for  understanding  the  interrelations  implicit  in  busi¬ 
ness  and  commercial  education  practices. 

However,  some  training  to  develop  social  abilities  and  to  help 
acquire  the  technique  of  group  leadership  such  as  will  be  indicated 
later  in  this  report  should  be  regarded  as  an  essential  part  of  a  pro¬ 
gram  for  training  research  leaders  in  commercial  education. 

Positions  Open  to  Research  Leaders  in  Commercial  Education. 

The  positions  usually  open  to  recognized  research  leaders  in  com¬ 
mercial  education  include — 

1.  University  or  college  professorships  in  commercial  education,  espe¬ 

cially  in  teacher-training  institutions ; 

2.  Directorships  and  department  headships  in  university  training  schools 

in  secondary  commercial  education ; 

.‘1.  Department  headships  and  critic  teacherships  in  normal  schools  and 

teachers’  colleges ; 

4.  Assistantships  to  city  and  State  directors  of  educational  research; 

5.  Research  positions  of  many  kinds  in  many  different  kinds  of  sec¬ 

ondary  schools ; 
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6.  Research  assistantships  in  the  personnel  departments  of  large  offices 

and  stores ;  and 

7.  Research  positions  in  State  and  National  educational  organizations. 

However,  it  should  be  pointed  out  that  all  supervisory  and  admin¬ 
istrative  positions  require  group  leadership  abilities  of  high  order, 
so  that  participation  in  educational  research  is  not  in  itself  sufficient 
as  a  preparation  for  positions  of  this  kind. 

GROUP  LEADERSHIP 

The  Need  for  Group  Leadership  in  Commercial  Education. 

An  analysis  of  the  present  status  of  commercial  education  shows 
that  the  number  of  pupils,  parents,  teachers,  school  administrators, 
and  employers  of  beginners  in  office  and  store  work  totals  an  ex¬ 
tremely  large  number  of  people  in  any  community.  Progress  in  com¬ 
mercial  education  in  a  community  will  be  made  only  in  so  far  as 
people  believe  that  changes  are  desirable;  so  the  major  problem  in 
each  city  or  State  is  to  get  hundreds,  and  in  some  cases  thousands  of 
people,  to  want  certain  changes  to  be  made  in  the  local  program  of 
commercial  education.  The  ability  to  get  people — business  men, 
members  of  the  board  of  education,  and  parents,  as  well  as  school 
administrators  and  classroom  teachers — to  accept  recommendations 
involving  a  change  in  the  local  program  of  commercial  education  is 
one  of  the  essential  abilities  needed  by  a  leader  in  commercial  educa¬ 
tion.  Any  significant  change  in  commercial  education  in  a  commu¬ 
nity  can  be  made  only  through  a  carefully  planned  program  directed 
by  an  individual  who  knows  exactly  what  should  be  done  to  improve 
the  program  of  commercial  education  in  the  community  and  who 
knows  how  to  influence  the  key  individuals  whose  support  for  the  new 
program  is  essential  for  its  success.  In  other  words,  group  leadership 
ability — the  ability  to  get  people  to  believe  as  the  leader  wants,  and 
to  provide  the  facilities  he  requests — is  the  key  ability  needed  for 
progress  in  commercial  education  in  every  State  and  city  in  this 
country. 

Requisites  for  Group  Leadership  Not  Generally  Understood. 

The  distinction  between  research  leadership  and  group  leadership 
has  been  generally  recognized,  but  not  studied.  Practically  no  train¬ 
ing  for  the  social  relationships  characteristic  of  group  leadership  of 
any  kind  in  the  field  of  education  seems  as  yet  to  have  been  put  upon 
an  organized  basis;  probably  because  so  little  attention  has  been 
paid  by  university  schools  of  education  to  discovering  and  increasing 
an  individual’s  ability  to  influence  and  deal  effectively  with  other 
people.  In  order  to  make  clear  some  of  the  abilities  which  must  be 
recognized  and  developed  in  an  organized  program  preparing  for 
effective  group  leadership,  a  general  descriptive  discussion  of  group 
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leadership  is  presented  in  this  report  so  as  to  make  evident  the  rea¬ 
sons  for  many  of  the  suggestions  included  in  the  training  program 
outlined  in  this  report  for  discovering  and  developing  group  leaders. 

Evidence  of  Group  Leadership. 

Group  leadership  in  education  is  seen  in  the  willingness  of  those 
individuals  or  groups  being  influenced  by  the  leader,  whether  fellow 
teachers,  school  officials,  business  men,  or  others  in  the  community, 
to  follow  the  suggestions  for  improving  education  advocated  by  the 
leader. 

The  usual  evidence  of  leadership  in  the  commercial,  or  in  any 
other  educational  field,  is  a  record  of  having  recommended,  sug¬ 
gested,  or  participated  in  securing  the  adoption  of  progressive 
changes  in  commercial  education  in  a  community.  Active  and  ef¬ 
fective  contact  either  on  an  organized  basis,  such  as  through  official 
position  or  committee  membership,  or  on  an  unorganized  basis,  such 
as  through  writings  or  personal  conferences  with  individuals  and 
groups  whose  influence  is  such  as  to  determine  the  kind  of  changes 
which  may  be  made  in  commercial  education  in  a  community,  indi¬ 
cates  positively  the  possibilities  for  accomplishment  by  a  candidate 
for  leadership  in  commercial  education  in  a  community.  In  the  ab¬ 
sence  of  actual  accomplishment  in  effecting  changes,  evidence  of  social 
abilities  of  a  high  order  is  one  of  the  most  reliable  indications  of 
potential  success  as  a  group  leader. 

Popularity  Not  Leadership. 

Personal  popularity  with  the  individuals  or  members  of  the  groups 
who  control  the  progress  of  commercial  education  in  a  community 
does  not  necessarily  mean  group  leadership  in  commercial  educa¬ 
tion.  However,  as  group  leadership  requires  that  the  leader  have 
the  confidence  of  those  whom  he  guides,  leadership  is  most  easily 
exerted  by  those  who  are  liked  and  respected  by  the  individuals  and 
groups  influential  in  determining  the  policies  of  the  secondary  schools 
in  the  community. 

Authority  Not  Group  Leadership. 

Authority  from  official  position  in  the  field  of  commercial  educa¬ 
tion  or  in  general  school  administration  does  not  in  itself  confer 
actual  group  leadership  in  more  than  a  nominal  way.  Those  in  posi¬ 
tions  of  authority  in  commercial  education  can  easily  exert  group 
leadership  in  some  degree  because  of  the  confidence  which  the  higher 
officials  usually  have  in  their  subordinates,  and  because  of  the  respect 
for  authority  which  those  lower  in  the  official  scale  may  have.  How¬ 
ever,  school  officials,  regardless  of  their  official  rank  or  title,  are  not 
leading  unless  they  have  the  personal  influence  necessary  for  guiding 
and  directing  the  progress  of  commercial  education  in  their  commu¬ 
nities.  In  addition,  they  must  have  the  social,  economic,  and  educa- 
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tional  insight  needed  for  making  correct  judgments  as  to  what  consti¬ 
tutes  progress  in  commercial  education,  and,  further,  must  be  willing 
to  exert  themselves  in  an  effort  to  improve  commercial  education  in 
their  community.  Finally,  no  school  official  is  actually  a  good 
leader  in  commercial  education  who  has  not  brought  about  substan¬ 
tial,  worth-while  improvements  in  classroom  practices  in  the  teaching 
of  commercial  subjects. 

Good  Administration  Not  Group  Leadership. 

Very  capable  administrators,  in  the  sense  of  managers,  may  be 
devoid  of  the  educational  statesmanship  and  social  abilities  required 
for  real  leadership  in  commercial  education.  These  men  are  like 
good  mates  on  a  ship,  who  can  direct  the  crew  but  can  not  plot  the 
course.  Unfortunately  very  often  even  good  administrators  in 
every  other  sense,  including  educational  statesmanship  and  high 
social  abilities,  do  not  know  what  constitutes  real  progress  in  com¬ 
mercial  education.  They  do  not  know  for  what  port  they  should 
steer  and  what  educational  values  in  commercial  education  they 
should  seek  for  their  communities.  In  addition,  many  of  the  most 
competent  administrators  often  are  not  able  to  get  their  proposals 
adopted  and  effectually  carried  out  in  classroom  practices. 

Group  Leadership  and  Teaching  Ability. 

Group  leadership  in  so  far  as  this  is  measured  by  changes  in  class¬ 
room  practices  in  the  teaching  of  commercial  subjects,  depends 
largely  upon  the  teaching  ability  of  the  leader.  While  a  competent 
leader  need  not  necessarily  be  a  good  teacher  of  every  commercial 
subject,  still  the  better  the  reputation  of  a  leader  as  a  successful 
teacher  of  many  commercial  subjects,  the  more  likely  are  teachers  to 
accept  the  suggestions  as  to  changes  in  teaching  practices  or  ma¬ 
terials  which  the  leader  makes.  Moreover,  the  more  a  leader  knows 
about  effective  teaching  of  many  commercial  subjects,  the  more  able 
will  he  be  in  planning  the  changes  which  should  be  made.  In  other 
words,  classroom  teachers  are  moTe  willing  to  accept  the  recom¬ 
mendations  of  those  whom  the  teachers  know  are  good  teachers  than 
they  are  willing  to  take  seriously  the  recommendations  of  persons, 
irrespective  of  their  official  positions,  whom  the  teachers  feel  know 
little  or  nothing  about  the  subject  affected  by  the  recommendations. 

Leadership  Not  an  Outcome  of  University  Degrees. 

The  possession  of  advanced  university  degrees  in  commercial  or 
general  education  does  not  automatically  confer  group  leadership 
in  commercial  education.  Those  who  possess  such  degrees  are  often 
expected  or  assumed  to  be  capable  group  leaders;  but  unfortunately 
many  degree  holders  do  not  know  how  to  gain  and  retain  the  con¬ 
fidence  of  their  associates  and  of  the  influential  persons  and  groups  in 
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their  communities,  and  so  have  not  the  key  ability  necessary  for 
group  leadership.  University  education,  either  in  general  or  pro¬ 
fessional  fields,  does  not  necessarily  increase  social  ability  especially 
of  the  kind  needed  for  group  leadership.  Indeed  intensive  study 
made  within  the  confines  of  a  university  on  some  abstract  problem 
not  involving  contact  with  many  different  classes  of  people  is  likely 
to  decrease  rather  than  increase  social  adaptability. 

Leadership  Possibilities  in  Relation  to  University  Training. 

The  possibilities  on  the  part  of  an  individual  for  effective  group 
leadership  in  commercial  education  usually  may  be  increased  by 
taking  advanced  university  degrees.  The  effectiveness  of  any  leader 
in  education  is  generally  improved  by  any  training  which  gives  the 
breadth  of  social,  economic,  and  educational  understandings  neces¬ 
sary  for  discovering  and  maintaining  a  program  of  permanent  prog¬ 
ress  in  commercial  education.  In  general,  extensive  professional 
training  limited  to  technical  courses  in  the  science  of  education  does 
not  give  the  breadth  of  understanding  of  social  needs  which  is 
gained  from  unspecialized  courses  in  economics,  sociology,  and  other 
social  science  subjects.  However,  advanced  university  courses  in  any 
educational  or  social  science  should  not  be  taken  for  the  purpose  of 
gaining  added  effectiveness  in  group  leadership  and  of  aiding  in 
winning  promotion  to  positions  offering  possibilities  for  group 
leadership  until  the  social  ability  to  exert  adequate  group  leadership 
has  been  fully  demonstrated  on  the  level  in  which  the  individual  is> 
employed  or  has  already  served. 

The  study  required  in  university  professional  education  courses  may 
increase  an  individual’s  knowledge  of  educational  science  or  theory 
related  to  commercial  education  and  so  facilitate  winning  confidence 
in  the  soundness  of  educational  judgments  about  objectives  and  pro¬ 
cedures;  but  the  learning  activities  characteristic  of  these  advanced 
educational  science  courses  seldom,  if  ever,  increase  the  social  ability 
needed  for  efficient  group  leadership.  In  view  of  the  frequent  failure 
as  school  supervisors  and  administrative  officials  of  persons  who  have 
taken  advanced  university  degrees,  it  may  be  a  cause  for  personal 
disappointment  and  school  friction  for  a  person  ambitious  for  prom¬ 
inence  as  a  group  leader  but  possessing  only  a  moderate  amount  of 
the  kind  of  social  abilities  required  for  real  group  leadership  to 
seek  higher  university  degrees  based  on  highly  specialized  profes¬ 
sional  training.  Advanced  university  courses  should  be  viewed  as 
contributing  mainly  to  a  wider  understanding  only  of  educational 
science  and  social  needs.  They  do  not  usually  add  to  the  teaching 
tools  and  personal  equipment  needed  by  a  group  leader  whose  social 
abilities  and  personal  traits  constitute  his  sole  power  for  using  those 
tools.  General  social  and  educational  sciences  usually  contribute 


16 


FEDERAL  BOARD  FOR  VOCATIONAL  EDUCATION 


mainly  to  the  ability  to  make  sound  judgments  as  to  community  and 
individual  educational  needs;  they  do  not  contribute  to  the  art  of 
dealing  with  people.  Hence  the  amount  of  university  training  of 
a  general  professional  kind  should  be  proportioned  to  the  other  ele¬ 
ments  essential  in  the  equipment  of  a  group  leader,  especially  to  his 
ability  to  deal  effectively  with  people.  Little  social  advantage 
comes  from  the  advanced  degrees  held  by  individuals  who  are  so¬ 
cially  and  often  physically  ineffective. 

Areas  and  Levels  in  Group  Leadership. 

Group  leadership  can  be  exercised  by  an  individual  regardless 
of  his  official  position  or  level.  Classroom  teachers  are  often  more 
influential  within  a  certain  circle  than  department  heads  or  city 
supervisors.  Thus,  a  teacher  of  typewriting  may  be  considered  as 
an  authority  or  even  a  leader  on  that  subject  by  the  teachers  within 
a  certain  school,  by  the  teachers  within  the  city,  or  by  the  teachers 
generally  throughout  a  certain  region.  At  times  the  head  of  a  com¬ 
mercial  department  may  be  more  powerful  within  a  certain  group 
influential  in  policy  making  in  commercial  education  than  are  indi¬ 
viduals  officially  his  superiors  in  rank.  As  group  leadership  is  de¬ 
termined  solely  by  an  individual’s  social  ability  to  get  others  to 
accept  his  constructive  proposals  for  improving  that  part  of  the 
community  program  of  commercial  education  within  the  control  of 
the  group,  naturally  those  high  in  official  position  have  wide  areas 
of  contacts  and  great  possibilities  for  effectiveness  as  group  leaders; 
but  unless  they  have  the  abilities  and  energy  needed,  they  will  not 
completely  occupy  all  the  leadership  possibilities  open  to  them  in 
commercial  education  in  their  communities.  So  long  as  superior 
officials  do  not  completely  dominate  the  field,  there  is  abundant  op¬ 
portunity  for  those  below  them  to  be  influential  in  determining  the 
direction  of  progress  of  commercial  education  in  some  part  of  the 
field  at  least.  Thus,  every  person  connected  with  commercial  edu¬ 
cation  in  a  community  has  a  certain  area  of  possible  effective  con¬ 
tacts  for  group  leadership,  no  matter  on  what  level  he  may  be  em¬ 
ployed.  Lack  of  ability  as  a  group  leader  is  the  only  positively 
restricting  influence. 

Potential  Group  Leadership. 

Potential  group  leadership  in  commercial  education  is  the  pos¬ 
sibility,  open  to  every  qualified  individual  in  the  field  of  commercial 
or  vocational  education,  of  becoming  a  leader  in  some  part  of  the  field 
of  commercial  education  at  least.  All  school  officials  connected  with 
vocational  or  commercial  education,  irrespective  of  the  particular 
level  in  which  they  may  be  employed  or  of  the  particular  kind  of 
work  which  they  are  doing,  are  only  potential  leaders.  Leadership 
in  commercial  education  within  a  school  or  within  a  subject  field  is 
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just  as  necessary  and  just  as  essential  as  leadership  in  commercial 
education  in  a  State  or  the  Nation.  Those  classroom  teachers  who 
are  effective  group  leaders  in  their  schools  or  communities  are  the 
logical  candidates  for  advancement  to  positions  having  greater  pos¬ 
sibilities  for  group  leadership  in  commercial  education. 

Positions  of  Potential  Group  Leadership. 

Teachers  and  school  administrators  in  all  the  following  positions 
have  exceptional  opportunities  to  show  group  leadership  to  an 
appropriate  extent  in  commercial  education : 

1.  Teachers  of  commercial  subjects,  including  retail  store  subjects, 

whether  in  junior  high  schools,  senior  high  schools,  evening 
schools,  continuation  schools,  or  junior  colleges; 

2.  Teachers  in  educational  departments  of  large  offices  and  stores ; 

3.  Heads  of  secondary  school  commercial  departments,  irrespective  of 

the  kind  of  school ; 

4.  Principals  of  secondary  schools,  particularly  of  high  schools  of 

commerce ; 

5.  City  supervisors  or  directors  of  commercial  education ; 

6.  State  directors  or  supervisors  of  commercial  education ; 

7.  Commercial  teacher  trainers  in  normal  schools  and  universities ; 

8.  Professors  and  other  university  instructors  in  secondary  education 

and  in  vocational  education ;  also  professors  and  instructors  in 
university  schools  of  commerce  and  of  business  administration ; 

9.  Professors  and  other  college  and  university  instructors  in  commercial 

education ; 

10.  State  and  city  directors  and  supervisors  of  vocational  education ; 

11.  Directors  of  educational  departments  in  large  offices  and  stores,  and 

of  large  sales  organizations ;  and 

12.  D' rectors  of  commercial  education  connected  with  national  organiza¬ 

tions,  including  Government,  business,  and  educational  association 
agencies. 

Relative  Importance  of  These  Positions. 

All  the  positions  just  named  are  not  of  equal  potency  for  improv¬ 
ing  commercial  education;  nor  is  the  potency  for  group  leadership 
of  any  position  proportioned  to  the  official  rank  of  the  position. 

Feasibility  of  a  Leadership  Training  Program. 

This  list  of  the  positions  in  the  field  of  commercial  education^ 
wherein  group  leadership  abilities  to  a  noteworthy  degree  are  essen¬ 
tial  for  satisfactory  service,  indicates  to  some  extent  the  wide  range 
of  the  positions  for  which  organized  programs  for  developing  lead¬ 
ership  abilities  are  needed.  Since  leadership  training  programs  have- 
not  yet  been  hallowed  by  time,  some  conservatives  will  question  the 
feasibility  or  value  of  such  training.  However,  psychologists  justify 
us  in  believing  that  man  is  a  very  adaptable  mechanism  whose  in¬ 
terests  are  the  predominating  factor  in  his  learning.  If  a  person  is 
interested  in  acquiring  certain  patterns  of  conduct,  if  he  is  given 
satisfaction  from  successful  participation  in  the  desired  conduct  situ- 
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ations,  and  if  opportunities  for  repeated  practice  are  available,  then 
set  patterns  of  conduct  can  be  expected  to  result.  Consequently,  some 
noticeable  increase  in  group  leadership  abilities  can  be  expected  as 
an  outcome  from  a  properly  planned  and  managed  group  leadership 
training  program.  Of  course,  those  individuals  who  are  high  in 
social  abilities  or  in  native  intelligence  will  gain  most;  but  any  indi¬ 
vidual,  regardless  of  his  native  equipment,  who  is  interested  will  gain 
some  added  social  ability  from  any  properly  organized  program  of 
learning  activities  in  which  he  participates  purposefully.  Inherent 
individual  differences  will  predetermine  that  a  wide  range  of  out¬ 
comes  will  accrue  from  these  programs;  but  even  the  least  socially 
adept  can  be  made  somewhat  more  socially  competent,  certainly 
^enough  to  prevent  him  from  making  the  crass  social  mistakes  often 
made  by  university  trained  technicians  when  dealing  with  people. 
If  individuals  with  average  social  abilities  can  be  made  somewhat 
.more  effective  as  leaders  of  classroom  teachers  of  commercial  sub¬ 
jects,  then  individuals  with  a  superior  degree  of  social  ability  un¬ 
doubtedly  can  be  made  even  more  effective  because  their  aptitudes 
have  been  exercised  in  productive  experiences. 

■Outcomes  of  a  Training  Program. 

When  thinking  about  the  value  of  training  programs  for  develop¬ 
ing  leadership,  all  of  the  different  outcomes  of  a  training  program 
should  be  taken  into  consideration.  The  announcement  that  train¬ 
ing  in  group  leadership  practices  is  to  be  offered  in  a  professional 
school  as  part  of  a  leadership  training  program  will  attract  to  that 
institution  the  socially-minded  teachers  and  students  who  can  be 
interested  most  readily  in  this  kind  of  program.  The  less  socially- 
minded  will  awaken  later  to  the  significance  of  this  kind  of  training 
when  they  realize  that  training  for  group  leadership  is  the  begin¬ 
ning  of  a  noteworthy  contribution  to  educational  supervision. 
Placing  the  responsibility  for  directing  such  a  program  upon  a  com¬ 
petent  person  will  soon  result  in  the  collection  of  fruitful  materials, 
the  trying  out  of  promising  learning  activities,  and  the  selecting 
from  the  vast  amount  of  unrecorded  social  practices  the  particular 
items  needed  as  the  basis  for  the  generalizations  and  specific  prac¬ 
tices  required  in  an  effective  program.  Further,  as  soon  as  a  lead¬ 
ership  program  has  demonstrated  its  value  to  those  who  elect  it, 
appropriate  learning  activities  and  directed  group  leading  experi¬ 
ences  can  be  required  of  all  those  whose  technical  training  can  be 
made  more  effective  when  supplemented  by  the  social  qualities  of 
sound  leadership.  Thus,  on  the  whole,  when  the  need  and  possi¬ 
bilities  for  training  in  group  leadership  have  been  visioned,  the 
probability  of  valuable  results  from  such  programs  undoubtedly 
will  be  admitted. 
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New  Curriculum-Making  Procedures  Not  Required  in  Outlining  a  Program. 

A  careful  consideration  of  the  problem  of  increasing  or  develop¬ 
ing  group  leadership  ability  in  an  organized,  effective  way  raises 
questions  familiar  to  all  who  have  engaged  in  vocational  curriculum 
and  course  of  study  making.  Some  of  the  more  important  of  these 
questions  which  need  to  be  considered  in  this  report  are — 

1.  What  procedures  can  be  used  to  determine  the  objectives  and  the 

learning  exercises  to  be  used  in  an  organized  program  for  train¬ 
ing  group  leaders? 

2.  When  and  where  can  organized  training  be  given? 

The  problem  of  determining  the  objectives  of  an  organized  pro¬ 
gram  for  training  group  leaders  does  not  require  the  use  of  pro¬ 
cedures  not  heretofore  used  in  planning  programs  for  other 
vocations.  The  abilities  and  activities  of  efficient  group  leaders  can 
be  inventoried  and,  on  the  basis  of  these  findings,  detailed  objectives 
.and  tentative  statements  of  probably  effective  learning  activities  for 
use  in  the  training  program  can  be  outlined.  These  tentative  find¬ 
ings  and  recommendations  will  be  verified  or  modified  in  the  light  of 
subsequent  experience  in  conducting  a  program.  In  this  connection 
it  may  be  necessary  to  remind  some  that  the  abilities  and  activities 
of  group  leaders  will  be  found  to  be  no  more  difficult  to  inventory 
and  analyze  than  the  abilities  and  activities  of  foremen  or  salesmen, 
since  effective  dealing  with  people  is  the  characteristic  requirement 
common  to  all  three  of  these  occupations.  While  analyses  of  social 
activities  are  more  difficult  to  make  than  analyses  of  routine,  me¬ 
chanical  skill  activities,  still  these  social  activities  have  been,  and 
can  be,  inventoried  and  analyzed  thoroughly  enough  to  indicate 
the  lines  along  which  directed  training  can  proceed  with  greater 
efficiency  than  undirected  learning. 

The  Basis  for  a  Leadership  Training  Program. 

It  is  probably  unnecessary  to  say  that  training  for  leadership 
should  be  based  on  the  objective  procedures  which  scientific  educa¬ 
tional  research  have  shown  are  the  only  reliable  ones  to  use  in 
curriculum  making.  In  other  words,  in  a  program  where  the  objec¬ 
tive  is  to  develop  the  abilities  characteristic  of  a  recognized  group 
leader,  the  conduct  of  acknowledged  leaders  should  be  taken  as  the 
pattern.  Not  that  the  imitation  of  externals  alone  will  be  sufficient ; 
but  that  the  conduct  patterns  found  by  an  objective  study  of  the 
activities  of  a  successful  group  leader  when  in  contact  with  those 
whom  he  is  directing,  will  lead  upon  reflection  and  analysis  to  the 
fundamental  explanations  for  leadership  ability,  and  to  the  develop¬ 
ment  of  suitable  learning  activities.  For  this  reason  it  is  desirable  to 
make  an  analysis  of  the  activities  of  successful  group  leaders  as  a 
first  contribution  toward  programs  for  training  in  leadership. 
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THE  ANALYSIS  OF  THE  ACTIVITIES  OF  A  GROUP  LEADER 

Characteristic  Activities  of  a  Group  Leader  Need  to  Be  Studied. 

Educators  are  coining  to  realize  that  changes  in  conduct  con¬ 
stitute  the  most  valuable  outcomes  of  organized  education.  These 
men  are  in  accord  in  believing  that  training  programs  should  be 
based  on  a  study  of  the  kinds  and  characteristics  of  the  particular 
type  of  conduct  which  is  desirable.  Consequently,  in  so  far  as  a 
program  for  training  leaders  in  commercial  education  will  include 
appropriate  training  to  change  conduct,  an  analysis  of  the  character¬ 
istic  activities  of  outstanding  and  successful  group  leaders  should 
be  made  before  any  program  is  outlined.  Techniques  for  making 
activity  analyses  have  been  evolved,  but  this  committee  has  had 
neither  the  time  nor  the  resources  for  making  such  an  analysis. 
However,  in  order  to  show  the  steps  in  the  building  up  of  a  leader¬ 
ship  training  program,  the  committee  is  submitting  a  sample  sub¬ 
jective  analysis  with  the  warning  that  this  is  but  an  illustration  of 
the  steps  and  processes  to  be  taken,  not  of  an  exhaustive  or  valid 
analysis.  The  novelty  of  a  program  of  this  kind  being  outlined 
here  is  the  only  justification  for  the  committee’s  analysis.  This  out¬ 
lined  analysis  is  given,  with  much  trepidation,  to  indicate  the 
line  along  which  a  thorough  analysis  might  be  made  by  a  personal 
investigation  or  questionnaire  so  as  to  get  the  objective  verifiable 
facts  needed  in  the  quantitative  ways  required  for  accurately  deter¬ 
mining  frequency,  difficulty,  and  other  characteristics  needed  in 
curriculum  making. 

Characteristic  Abilities  of  the  Work  of  a  Group  Leader. 

From  the  definition  of  a  group  leader  already  given,  it  follows 
that  an  individual  in  that  relationship  to  others — 

1.  Sees  a  way  by  which  commercial  education  in  his  school  and  commu¬ 

nity  can  be  improved ; 

2.  Persuades  those  controlling  education  in  that  school  or  community  to 

authorize  any  needed  changes  or  additions,  if  this  authorization  is 

necessary;  and 

3.  Brings  about  the  changes  in  the  classroom  practices  which  are  neces¬ 

sary  for  realizing  the  improvement  sought. 

When  the  abilities  required  for  performing  these  functions  are 
analyzed  in  detail,  it  is  evident  that  a  group  leader  needs  to  be  able — 

I.  To  see  the  improvements  which  can  and  should  be  made  in  his  school 
or  community.  To  do  this  intelligently  the  leader  must — 

1.  Know  enough  about  the  essential  occupational  requirements 
and  about  efficient  teaching  procedures  for  use  in  training 
office  and  store  workers  to  realize  what  improvements  can 
be  made.  This  includes  the  ability — 

а.  To  evaluate  present  classroom  practices  in  terms  of 

efficiency  in  achieving  objectives ;  and 

б.  To  imagine  (foresee)  a  more  efficient  kind  of  training. 
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2.  Know  effective  ways  for  achieving  the  improvement  he  seeks ; 

3.  Know  the  principal  difficulties  which  may  have  to  be  over¬ 

come  in  achieving  the  improvements  he  visions; 

4.  Have  a  strong  emotional  conviction  as  to  the  worth  of  the 

proposed  improvement ;  and 

5.  Have  a  strong  desire  to  better  social  and  educational  condi¬ 

tions  in  his  community. 

II.  To  persuade  those  controlling  commercial  education  to  authorize  any 

needed  changes,  a  leader  must  be  able — 

1.  To  win  and  hold  the  confidence  of  those  whose  approval  he 

must  get — 

a.  By  his  knowledge  of  what  constitutes  an  improve¬ 
ment  ; 

&.  By  his  ability  to  outline  a  feasible  plan,  and  his  ap¬ 
parent  ability  to  carry  it  out ; 

c.  By  the  social  soundness  of  his  judgment  as  to  the 

practical  worth  of  the  change ; 

d.  By  his  belief  in  the  value  of  the  change ;  and 

e.  By  his  social  ability  to  persuade. 

2.  To  present  his  plan  in  such  an  attractive  way  as  to  win  the 

support  and  approval  of  those  concerned ; 

3.  To  overcome  any  ordinary  opposition ;  and 

4.  To  locate  the  key  persons  or  groups  whose  support  he  needs. 

III.  To  bring  about  changes  in  classroom  procedures  or  practices,  the 

leader  must  be  able — 

1.  To  convince  the  classroom  teachers  involved  of  the  value  of 

the  proposed  improvement  to  them ; 

2.  To  show  them  how  to  accomplish  better  results  by  the  changed 

procedure  or  practice ; 

3.  To  win  their  approval  and  support  for  his  program ; 

4.  To  get  classroom  teachers  to  modify  their  teaching  so  as  to 

realize  the  improvement  as  far  as  possible ; 

5.  To  teach  them  any  new  instructional  procedures  required ; 

6.  To  supply  or  develop  any  new  instructional  materials  needed ; 

and 

7.  To  provide  any  special  facilities  or  equipment  needed,  includ¬ 

ing  establishing  and  maintaining  cooperative  relations 
with  managers  of  offices  and  stores. 

ANALYSIS  OF  THE  TRAITS  OF  A  GROUP  LEADER 

Abilities  Too  Complex  for  Use  as  Objectives  of  an  Educational  Program. 

An  ability  is  a  sum  total  of  many  elements :  Knowledges,  insights, 
habits,  skills,  attitudes,  interests,  ideals,  and  emotional  reactions. 
The  number  and  vagueness  of  the  elements  revealed  in  an  analysis 
of  an  ability  prevents  the  use  of  so  general  a  term  as  abilities  as 
specific  objectives  of  an  educational  program.  While  all  learning 
activities  have  a  wide  range  of  outcomes  when  every  aspect  of 
physical  and  mental  life  is  included,  still  an  ability  to  persuade 
people  needs  to  be  analyzed  into  certain  more  definite  elements  be¬ 
fore  a  worth-while  training  program  having  this  ability  as  the  ulti- 
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mate  outcome  can  be  outlined.  An  analysis  of  this  kind  requires  that 
the  activities  of  a  real  group  leader  be  still  further  teased  out. 

Frequent  and  Mutually  Satisfactory  Social  Contacts  with  Many  People. 

The  activities  of  a  group  leader  in  bringing  about  changes  in  edu¬ 
cation  require  that  he  have  direct  or  indirect  contact  with  various 
influential  individuals  and  groups  of  persons.  In  his  leadership 
activities  a  group  leader  meets  and  communicates  with — 

Teachers  of  commercial  subjects. 

Teachers  of  other  subjects. 

Heads  of  the  high-school  commercial  departments. 

Heads  of  other  high-school  departments. 

Principals  and  members  of  their  office  staffs. 

Superintendents  of  schools. 

Members  of  the  staff  of  the  superintendent  of  schools. 

Members  of  the  board  of  education. 

State  public-school  officials. 

Instructors  in  universities  and  other  higher  educational  institutions. 

Employers  and  other  business  men  in  the  community. 

Parents  of  pupils  in  public  schools. 

Taxpayers  and  other  influential  members  of  the  community. 

Pupils  in  the  high  schools  as  well  as  in  other  schools. 

In  meeting  all  these  individuals  and  members  of  these  groups,  a 
leader  comes  in  contact  in  many  relationships  with  individuals  in 
each  of  the  groups  indicated.  Some  of  the  more  frequent  and  signifi¬ 
cant  relationships  are  in  the  furtherance  of — 

School  activities  in  which  the  leader  is  directly  involved. 

General  educational  activities,  especially  professional  meetings. 

Recreational  social  activities. 

Fraternal,  church,  or  other  organization  activities. 

Civic  or  political  activities. 

Business  activities  both  personal  and  school. 

Some  individuals  may  be  met  in  all  these  relationships,  others  in 
only  one. 

The  direct  contact  with  all  these  individuals  in  all  the  more  com¬ 
mon  life  activities  named  provide  the  group  leader  with  an  oppor¬ 
tunity  to  present  his  ideas  for  the  improvement  of  commercial  edu¬ 
cation  and  to  gain  the  confidence,  respect,  and  liking  of  these  people 
sufficient  for  influencing  them  to  adopt,  follow,  oT  authorize  others 
to  follow  the  ideas  advanced  by  the  leader.  As  essential  group 
leadership  abilities  are  exerted  only  when  in  contact  with  people, 
certain  social  abilities  and  certain  social  traits  are  required  for  suc¬ 
cess  in  managing  these  contacts  effectively  to  the  end  that  the 
leader’s  ideas  are  made  effective  in  improving  commercial 
education. 

In  addition  to  the  impression  he  makes  by  his  direct  social  con¬ 
tacts,  a  group  leader  influences  many  people  by  indirect  social  con¬ 
tacts:  that  is,  one  person  who  has  met  the  group  leader  may  meet 
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another  and  may  by  his  own  opinion  and  attitudes  influence  the 
opinions  of  this  last  person  about  the  group  leader  or  his  plan.  Then 
through  articles  appearing  in  newspapers  and  professional  maga¬ 
zines  a  group  leader  may  publish  ideas  or  contributions  which  may 
affect  the  opinions  some  of  these  people  have  about  the  value  of  the 
leader’s  proposals. 

Social  Traits  of  a  Group  Leader  Extremely  Important. 

In  all  these  contacts  wherein  leadership  abilities  are  exerted,  the 
way  in  which  the  leader  speaks,  dresses,  and  conducts  himself  are 
most  vital  factors  in  winning  the  good  opinion,  commendation,  and 
support  of  the  individuals  whose  assistance  is  necessary  in  carrying 
out  the  plans  of  the  group  leader.  Indeed,  it  is  very  probable  that 
the  social  conduct  of  a  group  leader  is  more  important  in  winning 
supporters  than  the  inherent  validity  of  his  ideas  for  improving 
•commercial  education.  Most  people,  because  they  know  little  about 
the  significance  of  the  changes  in  education  a  leader  advocates,  can 
not  judge  as  to  the  value  of  these  changes;  but  they  can  and  do 
judge  the  leader  as  a  reliable,  responsible,  and  likeable  individual. 
If  they  have  a  good  opinion  of  him  as  a  member  of  the  social  group, 
they  are  likely  to  think  his  ideas  about  commercial  education  are  all 
right.  Consequently,  the  social  conduct  of  a  group  leader  is  usually 
far  more  important  in  winning  public  support  than  the  essential 
validity  of  his  ideas  for  improving  commercial  education  in  that 
community. 

In  making  all  these  social  contacts,  the  successful  group  leader 
acts  in  certain  characteristic  ways — characteristic  of  himself  as  an 
individual  and  characteristic  of  a  successful  group  leader.  The 
characteristics  of  a  person’s  actions  have  been  called  traits — tend¬ 
encies  to  act  in  substantially  the  same  way  under  the  same  circum¬ 
stances.  Most  of  these  traits  have  been  given  names.  When  these 
trait  names  are  interpreted  in  terms  of  the  trait  actions  which  they 
generalize,  the  development  of  these  traits  can  be  taken  as  the  objec¬ 
tive  of  a  training  program.  Thus,  a  successful  group  leader  is  gen¬ 
erally  distinguished  by  the  traits  of  forcefulness,  enthusiasm,  adapt¬ 
ability,  progressiveness,  good  social  judgment,  and  the  like.  Since 
the  distinguishing  traits  of  an  effective  group  leader  have  never 
been  adequately  analyzed,  no  valid  list  of  these  traits  can  be  given 
here.  It  is  sufficient  for  the  purpose  of  this  report  to  indicate  the 
necessity  for  making  a  trait  analysis  of  effective  group  leaders  in 
commercial  education  as  a  preliminary  to  planning  a  program  of 
trait  training  organized  and  conducted  to  help  qualified  persons 
strengthen  their  traits  which  contribute  to  group  leadership,  and  to 
modify  those  traits  which  do  not  contribute  to  effectiveness  in  group 
leadership. 
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As  a  guide  and  stimulus  to  such  an  analysis,  a  subjective  listing 
of  the  activities  and  traits  characteristic  of  a  high-school  teacher 
of  commercial  subjects  who  shows  some  evidence  of  group  leadership 
abilities  is  given  here.  The  technique  for  making  a  valid,  compre¬ 
hensive  analysis  of  leadership  traits  are  outlined  in  the  Common¬ 
wealth  Teacher  Training  Study  (Charters  and  Waples,  University 
of  Chicago,  1929). 

Activities  and  traits  characteristic  of  a  liigh-school  teacher  of  commercial 
subjects  who  shows  evidences  of  group  leadership  ability 


Activities 


1.  In  contact  with  pupils. 

In  the  classroom  as  a  teacher. 


In  study-halls,  library,  and 
places  under  school  control. 
In  extra-curricular  activities. 

In  places  of  public  amusement. 


In  homes  of  pupils. 

2.  In  contact  with  fellow  teachers. 

In  official  school  relationships 
such  as — 

Faculty  meetings. 

Department  meetings. 

School-committee  work. 

In  extra-curricular  activities. 

In  school  social  contacts. 

In  professional  meetings 
(city,  county,  State,  and 
national) . 

In  consultation  as  an  expert 
in  commercial  practices. 

3.  In  contact  with  school  principal. 

In  classroom  teaching. 


In  extra-curricular  activities. 
In  conferences  and  faculty 
meetings. 

In  disciplinary  conferences. 
In  professional  meetings. 


Characteristic  traits  > 


Definiteness,  exactness,  forcefulness,  en¬ 
thusiasm,  considerateness,  appreciative¬ 
ness,  attractive  personal  appearance, 
scholarship,  and  magnetism. 

Patience,  good  judgment,  leadership,  mag¬ 
netism,  and  self  possession. 

Adaptability  and  ability  in  helping  to  plan 
and  manage  these  activities. 

Conventionality,  morality,  self-possession, 
social  adaptability,  and  breadth  of  in¬ 
terest. 

Adaptability,  appreciativeness,  breadth  of 
interest,  self-control,  and  magnetism. 


Adaptability,  cooperativeness,  breadth  of 
interest,  and  open-mindedness. 

Cooperativeness,  leadership,  progressive¬ 
ness,  and  self-possession. 

Diligence,  cooperation,  good  judgment, 
and  good  taste. 

Adaptability,  forcefulness,  good  judgment, 
and  exactness. 

Consideration,  breadth  of  interest,  good 
taste,  and  magnetism. 

Originality,  independence,  magnetism, 
open-mindedness,  good  judgment,  pro¬ 
gressiveness,  and  fluency. 

Definiteness,  considerateness,  cooperation, 
and  knowledge  of  business  practices. 

Dependability,  exactness,  enthusiasm,  hon¬ 
esty,  scholarship,  and  breadth  of  in¬ 
terest. 

Dependability  and  good  judgment. 

Open-mindedness,  progressiveness,  coop¬ 
eration,  and  promptness. 

Definiteness,  honesty,  and  good  judgment. 

Forcefulness,  progressiveness,  and  leader¬ 
ship. 

Breadth  of  interest,  considerateness,  adap¬ 
tability,  and  magnetism. 


In  general  social  contacts. 


1  The  trait  terms  usedhere  and  their  meanings  are  those  defined  (p.  51)  and  discussed  (pp.  51-76  and  223 
et  seq.)  in  the  Commonwealth  Teacher  Training  Study — Charters,  W.  W.,  and  Waples,  D.  (University 
of  Chicago  Press,  1929). 
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Activities  and  traits  characteristic  of  a  high-school  teacher  of  commercial 
subjects  who  shows  evidences  of  group  leadership  ability — Continued 


Activities 


4.  In  contact  with  the  superintendent 

of  schools. 

In  official  conferences. 

In  professional  meetings. 

In  social  contacts. 

5.  In  contact  with  local  business  men. 

In  conferences  about — 

Their  own  children  as 
pupils. 

Business  practices. 

In  business  transactions,  per¬ 
sonal  and  school  activities. 
In  business  employments — 
As  an  employee. 

As  a  placement  official. 

In  civic,  fraternal,  and  social 
contacts. 

6.  In  contact  with  other  teachers. 

In  his  own  school. 

In  other  local  schools. 

In  general  professional  meet¬ 
ings. 

In  general  social  contacts. 


Characteristic  traits 


Adaptability,  scholarship,  exactness,  and 
enthusiasm. 

Progressiveness,  forcefulness,  and  scholar¬ 
ship. 

Adaptability,  considerateness,  breadth  of 
interest,  and  magnetism. 


Appreciativeness,  considerateness,  and  de¬ 
finiteness. 

Adaptability,  open-mindedness,  and  schol¬ 
arship. 

Dependability,  exactness,  honesty,  and 
thrift. 

Attractive  personal  appearance. 

!  Diligence,  dependability,  and  exactness. 

Good  judgment,  adaptability,  and  exact¬ 
ness. 

Breadth  of  interest,  leadership,  good  taste, 
and  magnetism. 

Cooperation,  scholarship,  good  judgment, 
and  propriety. 

Leadership,  enthusiasm,  and  adaptability. 

Leadership,  good  judgment,  and  progres¬ 
siveness. 

Considerateness,  breadth  of  interest,  good 
taste,  and  magnetism. 


Trait  1  raining  in  a  Program  of  Group  Leadership  Training. 

From  the  analysis  of  group  leadership  heretofore  made,  it  is  evi¬ 
dent  that  in  any  effective  program  for  training  group  leaders,  pro¬ 
vision  must  be  made  for  training  those  individuals  who  have  the 
necessary  aptitudes  and  interests  for  handling,  managing,  and  deal¬ 
ing  with  people  in  more  effective  ways.  The  conduct  of  group 
leaders  when  in  contact  with  people  differs  from  the  conduct  of 
those  who  follow  the  leader.  The  leader  has  certain  conduct  traits 
or  characteristics,  so  those  who  aspire  to  leadership  need  to  develop 
patterns  of  conduct  similar  to  those  of  an  effective  leader.  Conduct 
can  be  changed  by  organized  education,  especially  when  the  learner 
is  interested  in  developing  new  and  desirable  patterns  of  social 
conduct.  Consequently,  a  program  for  changing,  developing,  and 
modifying  social  conduct  traits  is  an  essential  part  of  a  group  lead¬ 
ership  program.  As  Doctor  Charters  has  indicated  in  his  book  on 
trait  training,5  the  procedures  are  simple  once  the  traits  or  conduct 
characteristics  have  been  selected. 


5  The  Teaching  of  Ideals,  Macmillan  Co.,  1926. 
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However,  trait  or  conduct  training  can  not  be  effectively  con¬ 
ducted  in  a  classroom  by  lecture  and  recitation  methods.  The  indi¬ 
vidual  being  trained  must  be  in  the  full  circle  of  the  actual  situations 
to  which  his  conduct  responds.  Consequently,  the  major  part  of  a 
trait-training  program  needs  to  be  organized  on  an  employment  ex¬ 
tension  basis  wherein  the  individual  is  engaged  in  the  responsibili¬ 
ties  of  group  leadership  on  some  level  and  has  the  help  of  a  com¬ 
petent  instructor,  preferably  a  successful  group  leader,  to  help  him 
learn  to  readjust  his  conduct  patterns  so  as  to  more  effectively  deal 
with  the  people  his  leadership  responsibilities  require  that  he  influ¬ 
ence.  Trait  training  in  a  lecture  room  will  not  be  effective  enough 
to  justify  much  effort  to  include  it  in  a  group  leadership  program, 
unless  provision  is  made  for  opportunities  for  enough  repetition  in 
vital  social  relationships  to  fix  a  desired  pattern.  Such  repetition 
can  usually  be  found  only  in  those  situations  wherein  the  learner  is 
actively  responsible  for  some  kind  of  leadership  activities. 

Effective  Group  Leadership  Training  Organized  to  Meet  Needs  of  Those  on 
Different  Levels. 

As  has  been  pointed  out,  group  leadership  in  commercial  educa¬ 
tion  can  be  exercised  by  individuals  in  many  different  positions  in 
a  school  system.  Classroom  teachers  have  abundant  opportunities 
for  small-scale  group  leadership ;  high-school  department  heads  have 
a  multitude  of  opportunities  for  leadership  on  a  large  scale ;  city 
directors  of  commercial  education  have  almost  unlimited  op¬ 
portunities.  Not  only  are  the  number  and  kind  of  opportunities 
for  leadership  different  for  those  on  each  of  all  these  levels  in  com¬ 
mercial  education,  but  the  situations  and  relationships  also  are  dif¬ 
ferent  for  the  individuals  on  each  level.  Consequently,  the  classroom 
teacher  needs  training  in  how  to  be  an  effective  group  leader  as  a 
classroom  teacher;  the  head  of  a  commercial  department  training 
in  how  to  be  an  effective  leader  as  a  department  head;  and  the  city 
supervisor  training  in  city  leadership.  While  all  of  these  have  some 
situations  in  common,  yet  the  official  and  social  relationships  are 
different  and  consequently  individuals  from  these  different  groups 
need  to  be  trained  or  taught  in  separate  groups.  The  leadership 
problems  of  each  group  are  essentially  different  enough  to  require 
segregation,  so  that  every  bit  of  conduct  discussed  can  be  made  to 
apply  to  ever}^  one  in  the  learning  group.  Further,  the  outcomes  of 
these  training  programs  are  not  the  same;  the  classroom  teacher 
seeks  not  only  to  be  a  better  group  leader  as  a  classroom  teacher,  but 
also  promotion  to  the  next  higher  position.  The  head  of  the  com¬ 
mercial  department  desires  help  to  become  a  more  efficient  leader  on 
his  level  and  win  promotion  also.  The  promotional  goals  are 
different  for  those  on  each  level,  consequently  it  is  advisable  to 
view  this  part  of  a  leadership-training  program  as  planned  for 
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groups  of  individuals,  all  of  whom  are  on  the  same  administrative 
level  in  the  school  system. 

The  following  statement  of  promotional  levels  to  be  considered 
in  planning  training  programs  for  training  group  leaders  will  show 
something  of  the  differences  in  needs  which  justify  separate  pro¬ 
grams  for  those  on  each  level. 

Promotional  levels  to  be  considered  in  planning  training  programs  for  training  group 

leaders * 1 2 3 * *  6 


Present  position 


Training  objective 


For  those  on  the  level  of  a — 

Classroom  teacher  of  commer¬ 
cial  subjects — 

1.  Who  has  shown  no 

leadership  ability. 

2.  Who  is  beginning  to  be 

recognized  as  a  group 
leader. 


Seeking  to  become  group  leaders  as — 


An  authority  on  that  subject. 

A  group  leader  in  that  subject  or 
school. 

A  head  of  a  medium-sized  commercial 
department. 

Critic  teacher  in  a  school  for  training 
teachers  of  commercial  subjects. 


Head  of  small  commercial  de¬ 
partment — 

1 .  Who  has  shown  little  or 

no  group  leadership 
ability. 

2.  Who  has  shown  much 

leadership  ability. 


Head  of  a  large  commercial  department. 

City  supervisor  of  commercial  educa¬ 
tion. 

Principal  of  small  commercial  high 
school. 

Critic  teacher  in  a  school  for  training 
teachers  of  commercial  subjects. 


Head  of  large  commercial  de¬ 
partment — 

1.  Who  has  shown  little  or 

no  group  leadership 
ability. 

2.  Who  has  shown  much 

group  leadership  abil¬ 
ity. 


3.  Who  has  shown  some 
research  leadership. 
City  supervisor  of  commercial 
education — 

1.  Who  has  shown  some 

group  leadership  abil¬ 
ity. 

2.  Who  has  shown  some 

leadership  in  research. 


Principal  of  a  school  wherein 
commercial  subjects  are 
taught. 


Principal  of  a  large  commercial  high 
school. 

City  supervisor  of  commercial  educa¬ 
tion. 

State  supervisor  or  director  of  com¬ 
mercial  education. 

Head  of  a  department  in  a  school  for 
training  teachers  of  commercial 
subjects. 

University  instructor  in  commercial 
education. 


State  supervisor  of  commercial  edu¬ 
cation. 

Head  of  commercial  department  of  a 
school  for  training  teachers  of  com¬ 
mercial  subjects. 

Associate  superintendent  of  schools. 

University  instructor  in  commercial 
education. 

Associate  superintendent  of  schools. 

University  instructor  in  commercial 
education. 

Principal  of  a  school  for  training 
teachers  of  commercial  subjects. 

State  supervisor  of  commercial  edu¬ 
cation. 


1  Training  for  research  leadership  positions  is  not  considered  in  this  section. 
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A  TRAINING  PROGRAM  FOR  DEVELOPING  GROUP 

LEADERS 

A.  FOR  EDUCATIONAL  INSTITUTIONS 

Characteristics  of  the  Program. 

On  the  assumption  that  a  separate  program  for  those  in  each  level 
of  group  leadership  seeking  to  win  promotion  to  a  higher  level  in 
commercial  education  needs  to  be  outlined,  and  on  the  further  as¬ 
sumption  that  each  of  these  programs  should  be  aimed  at  the  posi¬ 
tion  or  positions  of  group  leadership  immediately  above  that  on 
which  the  individual  is  engaged,  the  following  general  summary  of 
the  characteristics  of  a  training  program  for  developing  group  lead¬ 
ers  in  commercial  education  is  submitted. 

Each  separate  program  should  have  the  following  characteristics : 

1.  The  express  purpose  of  the  program  should  be  preparation  for  some 

particular  level  of  group  leadership  in  commercial  education. 

2.  Those  enrolled  in  the  course  should  be  persons  engaged  in  work  hav¬ 

ing  about  the  same  degree  of  group  leadership  possibilities,  all  of 
whom  have  demonstrated  real  ability  as  group  leaders  on  the  level 
in  which  they  have  been  employed. 

3.  The  training  program  should  consist  largely  of  directed  and  super¬ 

vised  participation  in  activities  characteristic  of  group  leaders  on 
the  level  for  which  the  course  prepares. 

4.  The  program  will  presuppose  that  those  enrolled  in  the  course  will  be 

employed  in  some  school  position  having  group  leadership  responsi¬ 
bilities  so  that  their  own  activities  can  be  used  as  the  basis  for 
the  group  leadership  learning  exercises. 

5.  The  training  will  include  all  the  characteristic  activities  of  a  group 

leader  on  the  level  for  which  the  program  prepares. 

6.  Such  supplemental  formal  instruction  in  the  educational  sciences 

as  is  needed  will  be  given  with  the  understanding  that  its  useful¬ 
ness  to  group  leaders  will  be  emphasized  and  made  clear. 

7.  The  instructor  will  be  a  person  who  has  demonstrated  his  own 

ability  as  a  group  leader,  at  least  on  the  level  for  which  the  course 
prepares. 

Elements  of  the  Program. 

Just  what  subject  matter  should  be  included  in  a  training  program 
for  leaders  in  commercial  education  naturally  depends  upon  the 
needs  of  the  individual.  The  following  subject  fields  in  terms  of 
knowledges  needed  by  a  classroom  teacher  who  seeks  to  become  the 
head  of  a  commercial  department  is  given  as  a  sample  check  list  to 
assist  in  outlining  an  individual  program. 
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Elements  of  a  training  'program  for  a  teacher  of  commercial  subjects  who  wants  to 

become  a  group  leader  as  a  department  head 


Elements  of  training  program  for  classroom 
teacher 


Characteristics  needed  on  level  of  head  of  a  commercial 

department 


1.  Knowledge  of  subject  taught — 

a.  Personal  performing  abil¬ 

ity  in  skill  subjects. 

b.  Knowledge  of  methods  of 

teaching. 

c.  Knowledge  of  teaching 

procedures. 

d.  Knowledge  of  practical 

uses  and  requirements. 

2.  Knowledge  of  general  educational 

theory — 

a.  As  to  education  generally. 

b.  As  to  high-school  educa¬ 

tion  generally. 

c.  As  to  high-school  com¬ 

mercial  courses  partic¬ 
ularly. 

d.  As  to  application  to  spe¬ 

cific  subjects. 

3.  General  social  knowledge  (general 

education) . 

4.  Knowledge  of  business  practices 

and  occupational  require¬ 
ments — 

a.  Theory  and  organization. 

b.  Actual  working  practices. 

c.  Employment  require¬ 

ments. 

5.  Ability  in  oral  expression. 


6.  Ability  in  written  expression. 

7.  Ability  in  social  relationships — 

shown  in  multitude  of  social 
contacts  in  play,  business, 
teaching,  professional,  and 
citizenship  activities. 

8.  Ability  to  act  as  a  leader. 


9.  Constructive  thinking. 


Considered  to  know  subject — 

Well  by  pupils. 

Expertly  by  fellow  teachers. 

Expertly  by  school  principal. 
Authoritatively  by  superintendent. 

Competently  by  business  men. 

Extremely  well  (authoritatively)  by 
teachers  of  that  subject  in  other 
schools  in  city  and  State. 

Regarded  as  well  informed  by — 

Fellow  teachers. 

Principal. 

School  officials. 

Regarded  as  sound  by  competent  edu¬ 
cators. 


Known  to  be  well  educated  by  all  whom 
he  meets,  judged  by  what  he  talks  about 
and  how  he  says  it. 

Adequate  knowledge  in  opinion  of  busi¬ 
ness  men. 

Well  informed  in  opinion  of  workers  and 
employers. 

Has  had  extensive  experience  as  a  worker. 


Regarded  as  very  good  in — 

Classroom. 

Social  conversation. 

Conferences,  meetings,  and  conven¬ 
tions. 

Regarded  as  exceptionally  good  by  practi¬ 
cally  all  who  read  his  reports  or  articles. 

Wins  respect  and  liking  of  pupils,  fellow 
teachers,  school  officials,  business  men, 
and  citizens  generally. 


Demonstrated  in  a  small  way  by  success 
as — Chairman  of  committees  or  officer 
of  school,  social,  civic,  and  other  organ¬ 
izations. 

Demonstrated  by  plans  and  suggestions 
for  improving  commercial  education  in 
his  own  school. 


Course  Titles  (for  the  Academic-Minded). 

Since  most  educators  think  in  terms  of  formalized  subject  matter 
or  in  terms  of  university  course  titles,  the  following  titles  may  indi¬ 
cate  some  of  the  subject  matter  to  be  considered  for  inclusion  in  the 
training  programs  of  many  who  seek  positions  as  group  leaders  in 
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commercial  education.  However,  as  already  pointed  out,  some  of 
these  courses  should  be  limited  to  a  consideration  of  the  special  prob¬ 
lems  of  those  in  specified  levels  of  leadership  experience : 

1.  For  knowledge  about  educational  sciences : 

The  philosophy  of  vocational  education. 

Commercial  curriculum-making  on  a  vocational  basis. 

Occupational  studies  and  job  analyses  of  commercial  occupations. 

Directed  working  experience  in  commercial  occupations.7 

Organization  and  administration  of  commercial  education.7 

Supervision  activities  in  commercial  education.7 

Vocational  guidance  and  counselling  in  commercial  occupations. 

Publicity  for  educational  programs. 

Directed  experimentation  in  teaching  commercial  subjects. 

Research  in  commercial  education.7 

2.  For  ability  to  deal  with  people,  including  trait  training : 

Technique  of  speech  and  public  speaking. 

Social  usages  and  customs. 

Personnel  management  and  relations  in  school  positions.7 

Applied  social  psychology — individual  and  group. 

Conference  leadership. 

Directed  practice  in  managing  people.7 

Directed  practice  in  group  leadership.7 

The  Amount  of  Training  Required. 

No  precise  way  has  been  devised  as  yet  for  determining  the 
amount  of  training  in  any  particular  subject  or  field  needed  by 
one  who  aspires  to  become  a  leader  in  commercial  education.  How 
much  general  social  education,  how  much  general  business  educa¬ 
tion,  how  much  general  professional  education,  how  much  special¬ 
ized  professional  education,  how  much  business  experience,  how 
much  teaching  experience,  or  how  much  of  any  kind  of  training 
or  experience  in  terms  of  years  of  training  or  of  university  credits 
and  degrees,  is  decided  by  each  individual  institution.  The  uni¬ 
versities  which  offer  courses  of  value  to  leaders  in  commercial  edu¬ 
cation  have  determined  their  requirements  largely  by  reaching  a 
working  agreement  between  conflicting  groups  of  subject-minded 
specialists,  few  of  whom  have  made  any  quantitative  study  of  the 
relationship  between  the  instruction  they  give  and  the  success  of 
their  graduates.8  In  the  absence  of  any  objective  evidence,  each 
graduate  student  who  seeks  to  become  an  effective  group  leader  in 
commercial  education  will  need  to  get  the  best  advice  available  in 
order  to  determine  how  much  training  for  each  aspect  of  the  posi¬ 
tion  he  seeks  should  be  included  in  his  program  in  order  to  qualify 
for  that  specific  position. 


7  Courses  to  be  adapted  to  needs  of  special  groups. 

8  See  Introduction  to  the  Commonwealth  Teacher  Training  Study,  p.  iv. 
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This  Program  as  a  Research  Problem. 

In  this  connection  it  is  worth  while  mentioning  that  the  develop¬ 
ment  of  a  program,  such  as  has  just  been  outlined,  presents  many 
problems  for  research.  A  training  program  of  the  kind  outlined 
has  never  been  undertaken  by  any  institution  in  the  country  and 
consequently  there  arises  the  question  as  to  what  an  institution, 
such  as  a  university,  can  do  to  develop  group  leadership  ability. 
The  answer  to  this  can  be  obtained  by  intelligently  directed  research 
in  the  field  of  group  leadership  and  of  training  for  group  leader¬ 
ship. 

B.  FOR  INDIVIDUAL  PROGRAMS 

Special  Conditions  Requiring  Recommendations  for  Individual  Programs — an 
Unorganized  Program. 

While  preparing  this  report  the  members  of  the  committee  were 
fully  aware  of  the  following  conditions  affecting  the  training  of  com¬ 
petent  group  leaders  in  commercial  education,  which  must  be  recog¬ 
nized  and  dealt  with  as  existing  and  powerfully  potent  factors  in 
the  problem  under  investigation: 

1.  Special  training  in  the  social  abilities  required  for  effective  service  as 

group  leaders  in  commercial  education  can  not  be  expected  to  be 
included  in  the  programs  offered  by  teachers  colleges  and  university 
schools  of  education  for  many  years  to  come ; 

2.  Group  leadership  positions  in  commercial  education  are  constantly 

being  filled  with  very  little  consideration  by  the  appointing  officials 
of  the  special  social  leadership  qualifications  required  for  effective 
service ; 

3.  Group  leadership  positions  on  every  level  are  being  created  each  year 

in  increasing  numbers  as  the  urgent  need  for  better  administration 
and  special  supervision  of  the  rap'dly  expanding  enrollment  in  sec¬ 
ondary  commercial  classes  comes  to  be  more  generally  recognized ; 

4.  Hundreds  of  ambitious  teachers  of  commercial  subjects,  at  great  eco¬ 

nomic  cost  to  themselves  and  their  families,  are  enrolling  each  year 
in  advanced  educational  science  courses  in  the  hope  and  belief 
that  a  knowledge  of  these  sciences  and  a  record  of  satisfactory 
achievement  in  a  university  school  of  education  will  bring  them  pro¬ 
motion  to  the  better  paid  leadership  positions  in  commercial  edu¬ 
cation  ; 

5.  A  very  large  proportion  of  the  graduate  students  enrolled  in  advanced 

educational  science  courses  are  so  lacking  in  socially  attractive  per¬ 
sonal  qualities  and  in  the  social  abilities  required  for  satisfactory 
or  efficient  service  as  group  leaders  in  commercial  education,  that 
there  is  practically  no  chance  at  all  that  they  will  ever  be  elected 
to  group  leadership  positions ;  and 

6.  Teachers  colleges  and  university  schools  of  education  are  not  providing 

the  guidance  and  counseling  required  for  showing  their  graduate 
students — 

a.  The  importance  of  possessing  outstanding  social  abilities  and 
attractive  social  qualities  in  positions  of  group  leadership 
where  successful  dealing  with  individuals  and  varied  groups 
of  people  is  essential  for  satisfactory  service; 
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&.  The  futility  of  trying  to  win  promotion  to  advanced  positions 
of  group  leadership  in  commercial  education  without  having 
first  demonstrated  group  leadership  abilities  of  a  superior 
quality  on  the  lower  levels  of  group  leadership ;  and 
c.  The  resources  available  for  improving  social  qualities,  and  for 
developing  group  leadership  abilities. 

In  view  of  these  conditions  this  committee  has  hoped  that  the 
beneficial  results  which  may  come  from  the  publication  of  this  re¬ 
port  will  include: 

1.  Stimulating  university  graduate  schools  of  education  to  include  in 

their  graduate  divisions  training  to  develop  the  essential  social 
abilities  necessary  for  success  as  group  leaders  on  all  levels  and 
in  all  fields  of  education ; 

2.  Awakening  school  administrators  to  the  necessity  for  studying  the 

social  qualities  required  in  the  group-leadership  positions  to  which 
they  make  appointments,  so  that  when  making  appointments  to 
leadership  positions  in  commercial  education  these  administrators 
will  give  greater  weight  to  the  social  abilities  required  for  efficient 
service  in  these  positions ; 

3.  Encouraging  socially  effective  teachers  of  commercial  subjects  to  begin 

preparing  themselves  for  promotion  to  positions  of  group  leader¬ 
ship  ;  but  only  after  they  have  shown  group-leadership  ability  on 
the  level  in  which  they  have  been  working ; 

4.  Discouraging  from  enrolling  in  courses  expected  to  prepare  for  posi¬ 

tions  of  group  leadership  in  commercial  education  those  persons 
and  teachers  of  commercial  subjects  who  have  had  no  experience 
in  group  leadership  and  whose  personal  qualifications  and  social 
abilities  are  so  low  that  their  chances  of  appointment  to  positions 
of  group  leadership  are  practically  nil ;  and 

5.  Arousing  university  authorities  to  the  need  for  establishing  sys¬ 

tematic  professional  counseling  services  which  will  help — 

a.  Socially  inept  graduate  students  to  select  the  programs  in 

which  their  abilities  will  enable  them  to  serve  best ; 

b.  Direct  away  from  courses  preparing  for  group-leadership  posi¬ 

tions  in  commercial  education  those  students  whose  social 
abilities  are  too  low  to  enable  them  to  obtain  an  appointment 
or  to  serve  satisfactorily  in  a  group-leadership  position;  and 

c.  Interest  more  of  their  socially  capable  graduate  students  in 

preparing  for  group-leadership  positions  in  commercial 
education. 

However,  even  if  some  of  these  beneficial  results  are  obtained,  the 

take  many  years  for 
them  to  be  fully  realized  and  that  some  steps  must  be  taken  to  meet 
in  some  way  the  needs  outlined. 

The  need  for  socially  effective  group  leaders  in  commercial  educa¬ 
tion  and  the  lack  of  organized  programs  for  developing  the  social 
abilities  required  for  satisfactory  and  efficient  service  as  group 
leaders  in  commercial  education  makes  it  advisable  that  this  com¬ 
mittee  offer  some  suggestions  to  those  ambitious  teachers  of  corn- 


committee  realizes  that  it  will  undoubtedly 
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mercial  subjects  who  want  to  prepare  themselves  for  promotion 
to  positions  of  group  leadership.  The  committee  hopes  also  that  it 
can  frame  some  useful  suggestions  which  will  help  to  reduce  the  too 
frequent  tragedies  occurring  when  individuals  after  completing  a 
long  and  expensive  stay  in  a  graduate  school,  are  not  appointed,  be¬ 
cause  of  the  lack  of  attractive  social  qualities  and  leadership  abilities 
to  the  kind  of  leadership  position  to  which  they  aspire. 

Recommendations  for  an  Individual  Program. 

To  all  interested  in  preparing  for  leadership  positions  in  com¬ 
mercial  education,  the  committee  makes  the  following  recommenda¬ 
tions  which  in  effect  constitute  a  program  of  individually  planned 
training  for  group  leadership  : 9 

1.  Individuals  should  demonstrate  their  social  aptitudes  and  leadership 

abilities  before  they  enroll  in  advanced  professional  courses  ex¬ 
pected  to  prepare  for  positions  of  group  leadership  in  commercial 
education.  The  activities  in  which  those  on  each  level  in  com¬ 
mercial  education  should  engage  to  demonstrate  leadership  capaci¬ 
ties,  have  been  indicated  in  this  report. 

2.  Individuals  should  participate  actively  and  effectively  in  organized 

group  activities  of  every  kind  in  as  many  social  groups  in  their 
community  as  they  find  congenial.  As  members  of  an  organization 
they  should  try  to  discover  and  show  their  capacity  for  group 
leadership  by  seeking  to  develop  and  further  constructive  pro¬ 
grams  for  their  organization,  by  winning  appointment  on  import¬ 
ant  and  active  committees,  and  by  being  elected  to  office  so  that 
they  can  serve  as  recognized  leaders.  Mere  attendance  at  meetings 
is  not  enough;  there  must  be  active  participation  in  the  real  work 
and  social  activities  of  the  organization.  Dynamic  membership  in 
organized  groups  will  furnish  the  needed  opportunities  to  associate 
with  socially  effective  people,  to  see  group  leaders  in  action,  and 
to  acquire  some  experience  as  group  leaders.  If  social  contacts 
of  this  kind  are  not  enjoyed,  if  participation  is  not  satisfactory, 
or  if  recognition  of  leadership  qualities  is  not  won  within  a  reason¬ 
able  time,  most  individuals  can  take  these  as  significant  signs  of 
a  lack  of  the  social  qualities  and  abilities  necessary  for  successful 
group  leadership. 

3.  Individuals  should  seek  membership  in  the  professional  education, 

civic  welfare,  fraternal,  religious,  and  social  organizations  which 
are  open  to  all  socially  acceptable.  Memberships  in  organizations 
in  which  business  men  predominate — service  clubs,  chambers  of 
commerce,  merchants  associations,  and  national  commercial  and 
professional  organizations — are  especially  valuable  to  those  inter¬ 
ested  in  learning  from  socially  active  people  something  about  group 
leadership  practices  and  procedures.  Participation  in  the  activities 
of  educational  organizations,  especially  all  those  in  which  commer¬ 
cial  education  is  being  furthered,  is  essential  so  that  acquaintance 
can  be  made  with  recognized  leaders  in  education  and  opportunities 


9  These  recommendations  assume  that  the  individual  has  the  physical  health  and  the 
economic  resources  necessary  for  undertaking  and  carrying  out  the  program  outlined 
for  him. 
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can  be  found  to  work  with  these  leaders  closely  enough  to  learn 
something  of  their  views  and  also  of  their  ways  of  handling 
and  managing  people  in  situations  arising  in  commercial  education. 

4.  Individuals  should  use  every  resource  to  improve  their  own  social 

manners,  voice,  dress,  appearance,  and  conversation  resources.  All 
these  are  powerful  factors  in  winning  the  liking  and  approval  of 
the  people  with  whom  one  comes  in  contact.  In  some  cases  com¬ 
petent  teachers  of  voice  and  dramatic  arts  can  be  of  great  value 
to  those  who  are  really  interested  in  acquiring  something  more 
of  the  social  arts  needed  for  effective  social  intercourse.  A  close 
study  of  the  social  practices  of  popular  and  prominent  people  will 
often  reveal  worth-while  practices  which  can  be  advantageously 
adopted  by  those  who  seek  to  become  group  leaders. 

5.  While  of  small  value  compared  to  interested  active  participation 

in  social  activities,  reading  is  of  some  aid  in  helping  to  improve 
social  abilities.  The  following  books  will  serve  to  indicate  some 
of  the  fields  in  which  ambitious  persons  should  read  in  order  to 
help  improve  their  social  effectiveness: 

Influencing  Human  Behavior,  H.  W.  Overstreet,  W.  W.  Norton, 
&  Co. 

About  Ourselves,  H.  W.  Overstreet,  W.  W.  Norton  &  Co. 

Influencing  Men  in  Business,  W.  D.  Scott,  Ronald  Press. 

The  Process  of  Group  Thinking,  H.  S.  Elliott,  Associated  Press. 

Social  Psychology,  F.  H.  Alport,  Houghton-Mifflin. 

The  Blue  Book  of  Etiquette,  Emily  Post,  Funk  &  Wagnalls. 

How  to  Talk,  J.  M.  Clapp  and  E.  A.  Kane,  Ronald  Press. 

How  to  Win  an  argument,  R.  E.  Borden  and  A.  C.  Busse, 
Harper  &  Bro. 

6.  The  opportunities  for  social  contacts  offered  by  social  recreational 

activities  in  a  community  also  should  be  utilized  to  the  fullest 
extent  by  those  interested  in  improving  their  ability  to  effectively 
deal  with  and  influence  people.  John  Dewey’s  principle  that  “  the 
only  way  to  prepare  for  social  life  is  to  engage  in  social  life  ”  seems 
to  provide  the  most  reliable  guiding  light  so  long  as  the  purposes 
of  these  social  contacts  are  kept  clearly  in  mind.  Participation  in 
social  recreations  should  not  be  sought  primarily  as  an  end  in 
themselves,  but  as  a  means  for  gaining  an  understanding  of  the 
most  agreeable  and  effective  ways  to  use  social  contacts. 
Naturally,  those  opportunities  for  social  contacts  should  be  given 
preference  which  bring  the  ambitious  teacher  into  the  social  groups 
which  include  the  individuals  or  groups  most  influential  in  deter¬ 
mining  educational  policies  in  the  community. 

7.  While  seeking  to  develop  a  superior  degree  of  social  ability,  am¬ 
bitious  teachers  should  be  growing  professionally  in  some  par¬ 
ticular  field  of  commercial  education.  Professional  growth  should 
start  with  effectiveness  as  a  classroom  teacher.  Then  on  a  founda¬ 
tion  of  recognized  ability  or  superiority  as  a  teacher,  leadership 
in  a  subject  field  in  commercial  education  can  be  developed  in 
many  ways.  Writing  articles  for  professional  magazines,  and  writ¬ 
ing  textbooks  are  valuable  means  for  gaining  recognition  as  an 
authority  on  a  subject.  However,  those  who  write  for  professional 
journals  need  to  remember  that  they  are  judged  by  the  quality 
of  their  contributions,  so  they  must  be  sure  they  are  making  a  real 
contribution  in  effective  English.  Recognized  ability  as  a  good 
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speaker,  to  be  gained  by  participation  in  discussions  at  professional 
meetings  and  by  presenting  papers  before  educational  organizations, 
is  another  valuable  help  in  gaining  recognition  as  a  leader. 

S.  In  order  to  gain  proficiency  as  a  classroom  teacher  and  to  be  able 
to  make  substantial  contributions  to  the  literature  of  some  field 
of  commercial  education,  an  ambitious  teacher  needs  to  become 
acquainted  with  the  best  that  has  been  developed  in  the  field  of 
education  in  which  the  individual  is  specializing.  Attendance  at 
university  summer  schools  where  recognized  authorities  are  teach¬ 
ing  and  full-time  attendance  for  a  time  at  a  university  school  of 
education  are  indispensable  elements  in  a  program  of  profes¬ 
sional  growth.  The  particular  subjects  to  be  taken  depends  upon 
the  field  selected  and  the  past  education  of  the  individual. 

9.  Individuals  who  seek  to  become  group  leaders  should  remember  that 
willingness  and  ability  to  cooperate  with  their  associates  and  su¬ 
periors  are  considered  as  most  significant  evidences  of  group  leader¬ 
ship  potentialities.  Consequently,  as  individuals  gain  a  greater  un¬ 
derstanding  of  the  problems  of  commercial  education  and  acquire 
recognized  proficiency  in  teaching  one  or  more  commercial  subjects, 
they  need  to  be  very  careful  that  their  capacity  and  willingness 
to  cooperate  as  incipient  leaders  with  the  members  of  their  school 
organization  keeps  pace  with  their  growing  power.  Attempts  to 
dominate,  to  dictate,  to  follow  one’s  own  ways  regardless  of  others, 
are  absolutely  fatal  to  any  prospects  of  promotion  to  positions  of 
group  leadership. 

10.  In  selecting  the  university  courses  which  are  to  constitute  the  profes¬ 
sional  background  for  the  particular  position  of  group  leadership 
for  which  they  aspire,  candidates  in  training  for  a  position  should 
remember  that  much  more  than  subject  specialization  and  exten¬ 
sive  knowledge  of  commercial  education  or  even  of  educational 
sciences  is  required  for  success  as  a  group  leader.  Knowledge 
which  contributes  to  giving  an  understanding  of  desirable  social 
and  economic  life  is  extremely  important  for  one  who  will  be 
responsible  for  reorganizing  commercial  education  in  a  community 
so  as  to  contribute  the  utmost  to  the  welfare  of  the  community. 
Just  what  subjects  should  constitute  the  institutional  program  for 
an  ambitious  (and  socially  effective)  teacher  of  commercial  sub¬ 
jects  may  have  to  be  determined  by  consulting  with  recognized 
leaders  in  commercial  and  general  educational  fields,  especially 
with  those  who  have  been  successful  as  group  leaders  in  commer¬ 
cial  education. 

11.  While  these  recommendations  for  a  program  of  individualized  train 
ing  for  group  leadership  have  been  presented  with  emphasis  upon 
the  development  of  the  essential  social  abilities  first,  those  who 
follow  these  recommendations  should  remember  that  all  three 
phases  of  growth  can  and  should  be  developed  concurrently,  though 
with  emphasis  upon  the  particular  phase  most  needed  by  the 
individual  for  whom  the  program  is  being  planned ;  that  is,  a 
teacher  who  seeks  to  become  a  group  leader  in  commercial  educa¬ 
tion  should  seek  to  grow  in  social  ability,  in  proficiency  as  a 
teacher  of  commercial  subjects,  and  in  understanding  of  social 
and  economic  life.  In  which  direction  of  growth  the  greatest 
effort  must  be  made,  should  be  determined  by  the  individual 
according  to  his  own  needs  and  resources. 
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The  problems  raised  in  this  report  are  altogether  too  novel  an 
too  multitudinous  for  this  committee  to  settle  in  a  single  efforu 
Consequently,  this  committee  recommends  that  university  school « 
of  education  which  are  announcing  courses  for  department  heads, 
supervisors,  and  for  other  positions  of  leadership  in  commercial 
education,  undertake  to  make  the  following  studies  which  this  report 
shows  are  needed : 

1.  An  objective  study  of  the  activities  and  traits  which  distinguish 

successful  group  leaders  in  commercial  education ; 

2.  A  study  of  the  most  effective  social  trait  training  procedures ; 

3.  A  study  of  the  most  effective  curriculum  for  training  potential  group 

leaders  in  commercial  education  who  are  now  employed  in  the 
following  positions: 

a.  Classroom  teachers  of  commercial  subjects  and 
&.  High  school  commercial  department  heads. 

4.  A  study  of  the  most  effective  procedures  to  use  in  directed  practice 

courses  in — 

a.  Managing  people; 

&.  Group  leadership;  and 
c.  Commercial  occupational  experience. 

5.  A  study  of  the  most  effective  procdures  to  be  used  in  university  classes 

in  social  usages  and  customs  for  group  leaders ; 

6.  A  study  of  the  most  effective  ways  for  managing  and  conducting  a 

guidance  and  counseling  service  for  graduate  students  functioning 
so  as  to  awaken  the  socially  inefficient  and  inept  to  their  de¬ 
ficiencies;  and 

7.  A  study  of  the  most  effective  program  of  individual  training  for 

group  leadership  which  will  help  guide  those  who  are  now  rising  to 
these  positions  without  the  help  of  fully  organized  programs  in  uni¬ 
versity  schools  of  education. 

F.  G.  Nichols,  Chairman, 

E.  W.  Barnhart,  Acting  Chairman , 

H.  L.  Smith, 

Clay  D.  Slinker, 

Lucinda  W.  Prince, 

A.  E.  Bullock, 

Members  of  the  Special  Committee. 


I).  S.  GOVERNMENT  PRINTING  OFFICE:  1933 


